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Abstract
The concept of student experience has caught the attention of administration in postsecondary
institutions, so much so, that they have dedicated departments that deal entirely with the
experiences of students on campus. This Organizational Improvement Plan (OIP) addresses the
students’ overall dissatisfaction with their first-year university experience. The focus of this OIP
is to provide a solution that will improve the overall experiences that students have. The OIP
begins by introducing the organization through a PEST analysis and provides a framework for
the problem of practice, utilizing secondary data that is publicly available. Utilizing structuralist
theory as the theoretical lens and guided by theory on student experience, transformational
leadership will be employed to ready and implement change at University X. To manage
resistance and anchor the changes in the organizational culture, a shared leadership approach will
be adopted by the change team. This perspective will be present throughout the organizational
readiness, plan development and implementation stages, to ensure that there is progressive
movement towards a solution that will improve the student experience. The OIP concludes with
a solution to improve the student experience by enhancing student engagement, developing
appreciative advising and providing alternative teaching approaches for faculty. Methods for
monitoring and evaluating the change process will also be incorporated to ensure sustainability.
In addition, a communication plan will be introduced, intended to keep all the stakeholders
informed of the changes, the successes and the short-term wins, to create positive momentum
and to set the stage for future change.

Keywords: student experience, transformational leadership, shared leadership, student
engagement, structuralist theory, appreciative advising and teaching abilities
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Executive Summary
This Organizational Improvement Plan (OIP) is a culminating effort that provides a
solution to improve the first-year student experience, at a medium sized university in Southern
Ontario. Throughout this three-chapter document the organizational context is introduced, the
problem is identified, the leadership approaches to change the problem are presented, the change
readiness of University X is examined, an implementation plan is developed and a method to
communicate, monitor and evaluate the change process is incorporated.
Chapter one begins with an introduction to the problem that University X is experiencing
and provides the reader with contextual information about the organization. This is followed by a
PEST analysis to lay the foreground down for the leadership perspectives that will be utilized to
lead the change process. Structuralist theory provides the lens by which the change process will
proceed, followed by transformational leadership as the approach to prepare University X for
change readiness and implementation. Shared leadership will be utilized to encourage a
collaborative environment among the stakeholders in the change process. The chapter ends with
further development of the problem of practice, identifying the gap between the current and
desired states and an examination of University X’s change readiness.
Chapter two identifies the leadership approaches that will be utilized throughout the
change process and further emphasizes structuralist theory and the transformational and shared
leadership approaches through the framing theories and solutions that are presented. Duck’s
(2001) Five Stages of Change Curve and Kotter’s (1996) Eight-Stage Process are evaluated to
determine their effectiveness on identifying how to institute changes. Kotter’s (1996) EightStage Process was chosen as the framework to lead the change process because of the imbedded
structuralist theory and shared leadership aspects of the model. In chapter two, the possible
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solutions to the PoP are also presented, along with required resources and
advantages/disadvantages. The recommended proposed solution is to combine the Student
Engagement for Post-secondary Success program (SEPS) for at-promise students, the
Appreciative Advising capacity building program for Program Advisors (AA) and the
Professional Development program for faculty (PD) into one solution. The chapter concludes
with a discussion on potential ethical concerns that could become an issue during the change
process, along with perspectives on how to deal with issues if they arise.
Chapter three re-affirms structuralist theory and transformational and shared leadership
through the implementation plan, the process of monitoring and evaluating the change process,
and the plan to communicate the need for change. The chapter begins with an understanding of
stakeholder reactions to change and identifies the level of stakeholder influence and how to
engage them to accept the changes. Next, Cawsey’s et al. (2016) Change Path Model is utilized
to identify how stakeholders will be empowered and recognized as University X moves through
the Awakening, Mobilization, Acceleration and Institutionalization stages. The combination of
the SEPS, AA and PD programs into one solution, with three components, are introduced along
with the implementation plan and resources for each. Eckel’s et al. (1999) General Framework
for Determining Evidence (GFDE) is presented as the framework that will be utilized to monitor
and evaluate the success of the changes. The progress, success of the components and the results
of the change will be monitored and evaluated by seven criteria, activities, outcomes, process,
structure, experiences, and language and symbols. The communication plan outlines the change
initiative, the communication objective, the communication channel, who is responsible for the
communication, the timing and frequency of the communication and the short-term wins. The
chapter concludes with next steps and future considerations.
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Glossary

Appreciative Advising: Appreciative advising is a six- stage process in which advisors
attentively listen, are positive, and use strategic questions to provide guidance to students
(Bloom, et al, 2008).

At-Promise Students: Students with high school entrance averages that are one to three percent
higher than the program requirement.

Shared Leadership: “A dynamic, interactive influence process, among individuals in groups, for

which the objective is to lead one another to the achievement of group or organizational goals or
both” (Pearce & Conger, 2003, p. 1).

Structuralist Theory: A theory that is based on the simplification of human experiences by

providing structures that are universal that help breakdown the complexity of our environment
(Mambrol, 2016).

Student Engagement: Is referred to as a set of traits or attributes that interact between the

student and the institution they belong to (Consortium D’animation sur la Perserverance et la
Reussite en Enseignement Superieur, 2015).

Student Experience: A student’s formal learning experiences and their overall experience of

university life (Forbes, 2009).

Transformational Leadership: “The process of influencing major changes in the attitudes and

assumptions of organization members and building commitment towards (an) organization’s
mission and objectives” (Tracy & Hinkin, 1994, p. 20).
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Chapter 1: Introduction and Problem
The OIP will address the students’ overall dissatisfaction with their first-year
university experience. In the last several years, University X has been recognized as one of
the most comprehensive institutions in Canada, (Maclean’s Magazine, 2020) boasting a wide
variety of programs with several subject combinations, a small student to faculty ratio and a
beautiful campus that extends just a few blocks. University X’s vision and mission states that
it is student- centered and is committed to providing an engaging learning experience
(University X, 2019a), and although there are examples of this vision and mission, it is not
consistent across the institution. In recent years, first-year students have been vocal and have
shared their experiences. The recent National Survey on Student Engagement (NSSE) (Centre
for Postsecondary Research, 2017), reported that at University X approximately one in five
first-year students were not satisfied with their student experience (Centre for Postsecondary
Research, 2017) and one in three did not graduate within a six-year period in 2018
(University X, 2019b). These findings suggest that there seems to be a disconnect between
University X, that professes an engaging student-centred environment, and what students are
experiencing. Some of the issues identified in the NSSE survey included insufficient
academic advising and dissatisfaction with faculty teaching. Part of the issue regarding the
low graduation rate could be related to the lack of persistence of at-promise students. Atpromise refers to students whose high school entrance averages are one to three percent
higher than the program requirement. Ost, Pan and Webber (2018) reported that at-promise
students that performed poorly in post-secondary either dropped out of school or were asked
by University X to leave due to their academic standings. According to Ma and Frempong
(2013) students need to feel a sense of belonging and receive academic supports to achieve a
sustained effort in postsecondary education. Kahu, Nelson and Picton (2017) suggested that
a student’s interest is a key component for engagement in first year students and a measure of
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whether they will persist in school. Lizzo and Wilson (2004) revealed that if the
postsecondary curriculum and teaching practices are irrelevant, unhelpful and of low-quality,
students will not be satisfied with their education.
An unsatisfactory postsecondary experience can lead to students leaving school and
create retention issues for the institution. Cook and Rushton (2009) explained, student
retention is a financial concern for universities because of the loss of tuition and
governmental funding and that universities need to look for ways to help students to persist
and graduate. This OIP will provide solutions to improve the student experience with the
intention of improving the graduation and retention rates. The next section will outline the
organizational context.
Organizational Context
University X was founded over 150 years ago and has graduated more than 100,000
students (University X, 2019c). The school strives to be a leader in exceptional
teaching/learning experiences and research excellence (University X, 2019d). The results
from the NSSE and print media articles suggested that University X is not living up to its
mission and vision (Centre for Postsecondary Research, 2017; Kelly, 2015; Maclean’s
Magazine, 2017). The next section will be a review of the political, economic, social and
organizational culture related to University X.
The political environment. The political environment refers to governmental
interventions in postsecondary education and political lobbying by organizations (Keung Ho,
2014). University X is funded by the Provincial Government and is bound by the regulations
that are set out for postsecondary schools, in order to receive the funding. Beginning in 2021
governmental funding to postsecondary institutions will be assessed by a set of metrics
related to skills and job outcomes recently mandated by the Provincial Government (Crawley,
2019). These include, graduate earnings, number and proportion of graduates in programs
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with experiential learning, skills and competencies, proportion of graduates employed fulltime in a related or partially related field, proportion of students in identified areas of strength
and graduation rate (Crawley, 2019).
Economic factors. Economic factors refer to the external influences that affect an
organization (Keung Ho, 2014). Closely related to the Political factors are the economic
concerns. Economically, the city that the institution resides in, is experiencing the elimination
of an entire shift at a major employer and the closure of another prominent company. The
impact of these events could have a dramatic effect on the population of the city. In the past,
similar changes were followed by a mass exodus of residents seeking other employment.
Families leaving the city could impact University X because students would be moving with
their parents. Since nearly three quarters of the student body comes from the local area this
could affect the student experience and the amount of funding the school receives from the
Provincial Government. In addition, the Provincial Government recently issued that all
postsecondary institutions must decrease tuition by 10% which will have an impact on their
budgets (Jones, 2019). There has also been changes to the Ontario Student Assistance
Program (OSAP) and the funding that students are eligible for. The Conservative
Government eliminated the previous governments free tuition initiative and mandated that
families that make over $140,000 will only receive loans (Watson, 2019).
The social impact. The social impact refers to the social, cultural and demographic
components of the external environment (Keung Ho, 2014). Socially, families leaving the
city, as a result of political, economic and financial reasons could impact the relationships
with other family members, friends and colleagues. University X is a major part of the
surrounding community. Many alumni have remained in the area and continue to contribute
to the institution, indicating its significance (University X, 2019b).
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The influence of the organizational culture. Organizational culture is an important
aspect of any institution, and yet, it is challenging to find one single definition. According to
Tierney (1988):
Institutions are influenced by powerful, external factors such as demographic,
economic, and political conditions, yet they are also shaped by strong forces that
emanate from within. This internal dynamic has its roots in the history of the
organization and derives its force from the values, processes, and goals held by those
most intimately involved in the organization's workings. An organization's culture is
reflected in what is done, how it is done, and who is involved in doing it. It is
concerned with decisions, actions, and communication both at an instrumental and a
symbolic level. (p. 3)
As decisions become more difficult, costs increase, and the allocation of resources are
reduced, such as the current situation with the 10% decrease in tuition, higher education
leaders must have a good understanding of the organizational culture that resides within their
postsecondary institutions to help minimize cultural conflict and foster the development of
shared values. In many cases, there is often more than one solution or alternative within a
leader’s decision-making capabilities, which if given the chance can be positively influenced
by the culture (Tierney, 1988). Not every department in University X can hire dedicated staff
members to encourage and assist students to participate in internships and/or field experience.
Students can access the centralized services, such as Cooperative Education, if offered in
their program area, and the Volunteer Internship Program, but students may not be aware of
the services. Departments that have dedicated staff members to coordinate experiential
opportunities receive more funding to cover the cost of payroll and program expenses. Some
of the other departments would like to have similar services. The current disparity in funding
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of these services, which may already be affecting student experience, and the recent funding
cuts by the provincial government may challenge the institutions leaders on the delivery of
these services, which could ultimately impact the student experience. In addition, services for
students that need academic assistance is limited because not all departments have the
availability to meet with students on a regular basis and centralized services are not able to
accommodate the student numbers that require service. Then, there are the individual staff
members that do not want to participate in assisting students for varying reasons. University
X leaders will have to develop more methods to increase service to students and encourage
more staff members to participate in the services. Casciaro, Edmonson and Jang (2019)
suggested that one way to deal with the disparity of services across campus and the students’
dissatisfaction with their university experience is to encourage team members to collaborate
horizontally to help colleagues across departments (silos) learn more and gain skills quicker.
This can be accomplished by having team members, that have experiences and relationships
across many areas within an organization, share their experiences with others and become
champions of collaboration (Casciaro, Edmonson and Jang, 2019). Casciaro, Edmonson and
Jang (2019) referred to these individuals as cultural brokers. Sobande (2020) proposed that
promoting the opportunity to learn through capacity building activities, creating activities that
span across silos that encourage students, faculty and staff to get involved in the leadership
and decision-making process, would be an example of horizontal collaboration.
Organizational structure and established leadership. University X is a top-down
organization with several layers of management, including the president, vice-presidents,
assistant vice-presidents, associate vice -presidents, directors and managers, in descending
order (see Appendix A). University X recently acquired a new president that has had a
tremendous impact on student experience at other institutions. The president has also made it
clear, in his recent address, that he is committed to improving the student experience and
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retention. The current leadership approach of University X is still characterized as neoliberalist. In a neoliberalist environment, the priority of a postsecondary institution is to
prepare students to be industry ready (Harvey, 2005). This neoliberalist approach is tied to
the current funding sources which are mandated by the Provincial Government. Institutions
that do not follow the directions of the Government will experience a reduction in financial
resources. This is set to change with the new government mandate to be introduced in 2021,
which includes aspects of student experience combined with measures that establish student
job readiness. This is a move to a more liberal approach. Leal (2019) suggested that
universities could move more towards a liberal environment by “imparting faculty, students,
staff, and administrators with tools for understanding, that disrupt the ill-effects of
neoliberalism in order to carve out spaces of resistance and critical dialogue, for future
generations” (para 5). This can be accomplished by offering an academic experience where
students are provided the opportunity to be involved in various educational platforms that
will deepen their learning, engage them and encourage student success (Association of
America Colleges and Universities, 2020). This is the intention of my OIP.
The decision to receive the OIP resides with the Vice President of Academics (VPA)
because his responsibilities include supervising the faculty/staff and the academic
departments within University X. I will need the influence of the Associate Vice-President of
Student Experience (AVP) and will work in conjunction with him to present the OIP to the
VPA. The Student Experience Department was introduced about three years ago with a clear
mandate of improving the overall student experience to retain students. The AVP has been
given the latitude to implement programs and initiatives that would accomplish this mandate
(University X, 2019e).
From an organizational standpoint, presenting the OIP and implementing the solution,
should be less challenging as University X moves towards a more liberal environment
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because of the changes to the Provincial Government mandate for 2021. The mandate does
require University X to improve the employment rates of its graduates, which involves
preparing students to be job ready, a component of neoliberalism. However, the mandate also
requires that University X make improvements in experiential learning and increase the
graduation rate, both of which would improve the student experience. This OIP is timely
because it outlines solutions that will assist with improving the student experience.
The next section will discuss the leadership position and lens that will be utilized in
the OIP. Transformational and shared leadership are the two guiding leadership approaches
for the OIP and structuralist theory provides the foundational lens for the change initiative.
Leadership Position and Lens Statement
Transformational leadership. Transformational leadership will be the primary
leadership approach for this OIP. All the stakeholders for the OIP will be invited to a
townhall meeting where I will be introduced by the VPA as the leader for the change process.
As the transformational leader for this OIP, I will deliver a message that will include
information on the new mandate that was recently introduced by the Provincial Government,
the results of the NSSE survey and the Six-Year Graduation Rate. To create a sense of
urgency for change. I will outline the vision of moving from the current to the desired state
that will be dedicated to improving the first-year student experience. The VPA’s endorsement
will be received positively by team members and recognized as the VPA putting trust in me
to lead successful needed change.
The term transformational leadership was first introduced by sociologist James
Downton in 1973. Burns (1978) followed Downton (1973) and studied how transformational
leadership could be evaluated and the effect it had on the motivation and performance of
followers. Bass (1985) emerged later and introduced the four dimensions of transformational
leadership. Transformational leadership is defined as “the process of influencing major
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changes in the attitudes and assumptions of organization members and building commitment
towards (an) organization’s mission and objectives” (Tracy & Hinkin, 1994, p. 20).
According to Bass (1999) transformational leadership is comprised of four dimensions that
transition the leader from a position of self-interest to the interest of others. The four
dimensions are idealized influence, inspirational leadership, intellectual stimulation and
individualized consideration. Idealized influence and inspirational leadership are
demonstrated when the leader creates and outlines a vision for the desirable state, expresses
how the vision will be achieved, provides an example to be followed, has high expectations
for performance and is confident and determined to succeed (Bass, 1999). Intellectual
stimulation occurs when the leader encourages and assists team members with becoming
more innovative and creative with their contributions to the organization (Bass, 1999).
Individualized consideration is realized when leaders genuinely are concerned for the
developmental needs of the team members and their unique skills set. Leaders emulate the
position of a coach and provide work that will be within team members abilities to encourage
them to be successful (Bass, 1999). Team members and organizations that experience change
want a leader that possesses these qualities.
Transformational leadership and higher education. Bayram (2015) researched the
relationship of Bass’s (1999) four dimensions of transformational leadership and job
satisfaction among employees in a university setting. Bayram (2015) reported that there was a
significant positive relationship between all four dimensions and job satisfaction. However,
there was a stronger relationship among idealized influence and inspirational motivation.
Alghamdi (2016) also investigated the relationship of Bass’s (1999) four dimensions of
transformational leadership and job satisfaction, in a university environment, and concluded
that there was a strong correlation with all four dimensions, and faculty members job
satisfaction and quality of academic service. Alghamdi (2016) also revealed that the
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employees perceived that the leaders utilized idealized influence and inspirational motivation
more often than intellectual stimulation and individualized consideration. Uddin, Khan and
Ali (2017) studied the role of leadership on organizational learning, or the acquisition of new
knowledge, in a postsecondary institution and concluded that transformational leadership,
specifically idealized influence an individual consideration had a significantly positive
relationship on employee organizational learning. Intellectual stimulation and inspirational
motivation were not significantly associated with organizational learning. Amin, Tatlah and
Islam (2018) examined the leadership styles of the campus leaders and directors at a
university and reported that all of Bass’s (1999) four dimensions of transformational
leadership were utilized, but inspirational motivation and idealized influence were practiced
more often during employee interactions.
Transformational leadership and team member effectiveness. Ravazadeh and
Ravazadeh (2013) conducted a research study on the effect of transformational leadership on
the staff empowerment of their employees. Empowerment involves delegating power to
followers so that they can make decisions to achieve the organizational goals (Lashley,
1999). Ravazadeh and Ravazadeh (2013) found that Empowerment had a significant effect on
the staff members sense of competence, significance, efficacy, freedom of choice and trust in
other employees. Ravazadeh and Ravazadeh (2013) further indicated that empowered
employees demonstrated critical thinking skills, provided solid reasons for their decisions and
how they relate to the common goal. Choi, Goh, Adam and Tan (2016) suggested that
transformational leadership had a positive effect on job satisfaction and that empowerment
was essential for increasing autonomy and decreasing powerlessness among employees
because they were involved in the decision-making process. Moghli (2018) examined the
significance of transformational leadership and the stimulation of creativity among
employees. Moghli (2018) reported that the qualities of a transformational leader, specifically
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the creative inspiration and intrinsic motivation of team members, were important to ensure
that team members produced quality work and contributed to the growth of the organization.
Gadirajurrett, Srinivasan, Stevens and Jeena (2018) suggested that there is a significant
relationship between transformational leadership and team performance, and it is positively
related to productivity and goal attainment. If leaders have qualities that encourage creativity
among team members, build trust, develop a shared vision and recognize the successes of
employees, then performance is increased.
In my previous role with University X, I managed a department that was developed to
introduce elementary and high school students to the university environment. The program
initially began as a summer educational initiative that complimented the elementary and
secondary school’s curriculum in a variety of subject areas. Upon arriving to this department,
the program had been inexistence for two years but had significant challenges with staffing
and program development. Since I was the only permanent employee, I knew that I could not
run the entire department on my own. I needed assistance. I was given a small budget to hire
an office coordinator and a program coordinator. From the beginning, I empowered these
individuals to be actively involved in the office and the program respectively and utilized
components of Bass’s (1999) four dimensions of transformational leadership. Over a period
of months, we had several meetings to discuss the current state of the program and I
eventually outlined the vision of re-developing the department and the expectations. Once the
vision was introduced, I encouraged and inspired my team to be creative and innovative with
the program development and delivery. Both team members had vast experiences and I
empowered them to use those experiences to re-develop the department and program. Each of
the team members had strengths and I encouraged them to utilize those strengths, but I also
provided opportunities for them to develop other skills by connecting them to various other
departments on campus, such as Computer Science, Business and Communication, Media
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and Film. On many occasions, opportunities to develop and grow were offered to the two
team members. Through workshops and small classes, each of the team members acquired
additional skills that enhanced and helped them perform their jobs better. Both team members
enjoyed their roles and had high job satisfaction because of the latitude they were afforded
and the sense of ownership they felt. Over a period of seven years, while I managed this
department, the two team members, I initially hired, along with 30 other part-time student
employees, were employed. During that time span the program expanded from a summer
program to a year-long initiative. The summer program continued, but an additional program
was introduced shortly after I arrived, that was designed to teach the elementary and
secondary school curriculum on campus during the school year. It accomplished two goals,
one it expanded the department, and two, University X had a year-round connection with the
six local school boards. Over the seven-year period that I managed this department, 21,000
students were involved in the programming, and for many, this was their first experience with
University X. Upon my departure from the department, one of the two original team members
moved into my former position.
In my current position at University X, as the Coordinator of Central Academic
Advising, I have continued my transformational approach with the team I oversee. One of the
initiatives that I introduced was a Faculty-Advisors Lunch and Learn Series designed to build
better relationships between faculty members and the Central Academic Advising team. This
series began approximately two years ago and has grown in numbers because of the value
that everyone has attached to the program. Like my former position, I outlined a vision for
change which was centred around building a better relationship with faculty members. Again,
I utilized components of Bass’s (1999) four dimensions of transformational leadership with
my team. After the completion of several meetings of discussing the initiative, I empowered
and motivated my team to design, develop and deliver the Lunch and Learn Series. Each
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team member had unique creative skills and I encouraged them to utilize them. Much of the
content for the series was driven by my team and faculty requests and in some cases the
sessions had a training aspect to them. This was particularly gratifying to the team because
the roles were reversed, and they were teaching faculty members. To date we have completed
several Lunch and Learn initiatives and they have been received favorably because of the
diversity of topics and quality of the delivery. There is high job satisfaction within the entire
department, especially among the team members as they are aware that they have made a
difference. The Lunch and Learn Series continues to be a success and new topics are being
submitted frequently. As mentioned earlier, there were studies that measured Bass’s (1999)
four dimensions of transformational leadership and some dimensions were utilized more
frequently than the others. This was the case in some of my own experiences that were
introduced above. For this OIP, it will be my intention to create a balance and utilize all of
Bass’s (1999) four dimensions to be a more effective transformational leader.
Shared leadership. As a transformational leader, I will utilize a shared leadership
perspective, to empower others to participate in the leadership and decision-making process.
Shared leadership is defined as “a dynamic, interactive influence process, among individuals
in groups, for which the objective is to lead one another to the achievement of group or
organizational goals or both” (Pearce & Conger, 2003, p. 1). According to Sally (2002), the
concept of shared leadership dates to ancient Rome. The consuls or two highest officers in the
Roman Republic shared the power in what was known as a power-sharing system. One of the
earliest post ancient Rome theorists that supported the concept of shared leadership was Mary
Parker Folette. In the 1900’s, Follette was an advocate of shared power among management
and workers and stressed the importance of collaboration during the decision-making process.
Follette was also a proponent of group networks rather than hierarchical structures and
encouraged human relationships among individuals working in groups (Smith, 2002).
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Shared Leadership and Higher Education. Pienaar and Raymond (2013) conducted
a study involving employees from university that were tasked with updating the curriculum
for a certificate program. A shared leadership style was utilized because of the expertise of
the individuals involved in the exercise. Pienaar and Raymond (2013) found that each of the
co-leaders style complimented each other and that the team had strengths in both the task and
human relations aspect. The team members were cognizant of when their strengths were
required to lead the process, and when to allow others to lead. Jones and Brazdau (2015)
examined educational leaders from colleges and universities through a questionnaire and
interviews, regarding overall conscious leadership, which is the practice of encouraging
shared responsibility and involvement in problem solving. Jones and Brazdau concluded that
the participants recognized the importance of being connected with others and practicing
shared leadership when making decisions regarding an organizational problem. KoeslagKruenen, Van der Klink, Van den Bossche and Gijselaers (2018) interviewed faculty from
different program areas within a university. Each participant was asked questions about
leadership in relation to a current team activity they were involved with, their thoughts on
working in a team, the team task, whether the team was capable of completing the task, if
there was a leader in the activity and their thoughts about the leader. Koeslag-Kruenen et al.
(2018), reported that shared leadership was evident during the team activities and discussions
regarding solving problems, and that they were focused on how the entire team could
participate in solving the issues. Kim and Han (2019) surveyed university students that were
involved in group activities to determine team characteristics. Kim and Han (2019) revealed
that students involved in group activities, where the leadership was shared, experienced
improvements in team trust, which in turn also improved team performance. Kim and Han
(2019) suggested that an enhancement in trust may also stimulate creativity in the group and
generate a positive working environment.
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Shared Leadership and team member effectiveness. Bergman, Rentsch, Small,
Davenport, and Bergman (2012) found that teams that included multiple leaders in the
decision-making process and adopted a shared leadership perspective experienced less
conflict, greater consensus, higher intragroup trust and cohesion, This resulted in a higher
functioning group than teams that did not experience shared leadership. Bergman et al.
(2012) suggested that one of the explanations for the effectiveness of a shared leadership
approach was that it increased the team members understanding of the decisions, and even if
they did not like what was decided upon, they may have cognitively accepted the decision
because they were involved. Huang (2013) examined the relationship of shared leadership
and team learning among team members in mid-sized companies and concluded that shared
leadership was positively related to team learning. In addition, Huang and Huang (2013) also
concluded that knowledge sharing, team heterogeneity and team size had a positive
relationship in a shared leadership environment. More knowledge was shared, there was a
variety of team members involved in the leadership and there was more need for shared
leadership as the team grew. Huang and Huang (2016) conducted a study involving team
members that investigated the relationship between shared leadership, satisfaction with one’s
job, the level of involvement of team members in their jobs, their commitment to their
organization and team members performance on tasks. Huang and Huang (2016) found that
there was a positive relationship between shared leadership and employees’ performance on
tasks. Team members also had higher job satisfaction and organizational commitment. Han,
Lee, Beyerlein and Kolb (2018) investigated the relationship between shared leadership, team
processes and performance among students completing a long-term project. A shared
leadership approach was utilized in each of the project groups and Han et al. (2018)
concluded that shared leadership is successful when coordination of activities, commitment to
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goals and knowledge sharing are present, and that it is required for teams to perform
effectively.
In the postsecondary realm, leaders are faced with implementing changes required to
manage the constantly shifting political, social, economic and technological landscapes. A
transformational leader with a shared leadership approach would include members of the
broader organization contributing to the decision-making process in order to meet the
challenges of today. One of the advantages of a shared leadership approach in higher
education is that it creates an institutional memory and co-ownership for the process that
would otherwise not exist in an environment in which decisions were only made at the top
(Kezar & Holcombe, 2017).
The power is currently at the top of the organization and it would be difficult to move
forward with the solutions if all the stakeholders did not participate in the decision-making
process. There are also potential individual stakeholder power concerns, as each may debate
their involvement, or consider their issues as more important to receive more
resources. Bolden, Petrov and Gosling (2008) suggested that the challenge of the leader in a
shared leadership environment is to understand that “there remains a dynamic tension
between collegiality and managerialism, individual autonomy and collective engagement,
leadership of the discipline and the institution, academic versus administrative authority,
informality and formality, inclusivity and professionalism” (p. 60) and to recognize when
each of these functions needs to be utilized. The shared leadership approach will be utilized
to drive the OIP solution forward.
This section discussed the transformational and shared leadership perspectives which
will be utilized to present and implement the proposed solution, along with the individuals
that would assume those roles. The concepts of transformational and shared leadership
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encompass many of the aspects of structuralist theory. The structuralist theory lens will be
discussed in the following section.
Lens statement. Structuralist theory will be the lens utilized in this OIP and it will
provide the foundational theory for transformational and shared leadership, the approaches
that will be the driving forces for the proposed solution’s development and implementation.
Structuralist theory emerged in the 1950’s and was primarily focused on how human
behavior is determined by the cultural, social and psychological structures that people
perceive to be in the world (Mambrol, 2016). Structuralist theory simplifies human
experiences by providing structures that are universal that help breakdown the complexity of
our environment (Mambrol, 2016). The concept of structuralist theory is derived from the
word structure which is defined by three properties “wholeness, which refers to the system
functioning as a whole, transformation, which indicates the system should not be static and
self-regulation, which denotes the basic structure should not be changed” (Mambrol, 2016,
para. 6). This OIP will demonstrate that the system will still function wholly, it will not be
static, as change will occur, and that the basic top-down structure will not change. A
transformational leadership approach will be utilized by me to provide structure, but the
stakeholders will be empowered to share in the leadership, collaborate and participate in the
decision-making process. Structuralists Bolman and Deal (2008) developed a four-frame
model that helps to understand the interactions individuals have in organizations (Table 1.).
Table 1
Bolman and Deal’s Four Frame Model
Frame
Structural
Organizational
Metaphor
Concept of
Frame

Factory

Human
Resources
Family

Political

Symbolic

Jungle

Temple

Organizational
Goals, Rules,

Employee Skill Power from
Development
Legitimate

Vision of the
Leader,

UNIVERSITY STUDENT EXPERIENCE

Regulations,
Policies
Leadership
Perspective

and
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Authority, Skills,
Reputation and
Personality
Advocate/negotiator,
Builder of coalitions
to influence leaders
with power

Significance
of the change

Develop
Empowerment
Charismatic,
Effective
and Individual
Inspirational,
Companies
Potential
Influential and
without Micro- Development
Trusting
managing
Note: Bolman and Deal’s Four Frame Model. Adapted from Reframing Organizations 4th
Edition Copyright 2008 by Lee Bolman and Terrance Deal.
The four frames are structural, human resources, political and symbolic. The
structural frame is described as the organizational goals, rules, regulations, policies and
various roles that the institution has incorporated (Bolman & Deal, 2008). In this frame the
organization can be viewed as a factory and controls are put into place to ensure that there is
efficiency and excellence (Bolman & Deal, 2008). Leaders in a structural frame develop
effective companies and do not rely on micro-managing their employees (Doerksen, 2020).
The human resources frame is concerned with the human aspect of the organization, the
employees and company need, the skill development of the employees and the relationships
among management and the team members (Bolman & Deal, 2008). In this frame
organizations are viewed as families (Bolman & Deal, 2008). An effective leader in this
frame empowers others and is concerned about the development of individual potential
(Doerksen, 2020). The political frame involves the perception of power from both legitimate
authority and the power that is derived by individual skill sets, reputation and personality
traits (Bolman & Deal, 2008). In this frame organizations are viewed as jungles (Bolman &
Deal, 2008). An effective leader in this frame is an advocate and negotiator that provides a
voice for those that do not have one, by building guiding coalitions to influence those that
have power (Doerksen, 2020). The symbolic frame is represented by the leader’s vision for
the organization. Leaders bring meaning and significance for change through the vision
(Bolman & Deal, 2008). In this frame organizations are viewed as temples (Bolman & Deal,
2008). An effective leader in this frame is charismatic, inspirational and trusting. Employees
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believe the course of action the leader is proposing for the organization because it is
supported by solid information (Doerksen, 2020). The structuralist theory is in alignment
with the two leadership perspectives that will be utilized for this OIP. Transformational
leadership is represented in all four of the frames whereas shared leadership is more
associated with the leadership perspective of the human and political frames identified by
Bolman and Deal (2008). Each of Bolman and Deal’s (2008) frames will be apparent in this
OIP, from a transformational approach, as will the shared leadership components that were
identified under the human and political frames.
Leadership Problem of Practice
This OIP will address the students’ overall dissatisfaction with their first-year
experience at University X. There are many definitions of student experience; however,
according to Forbes (2009) student experience is:
A student’s formal learning experiences and their overall experience of university life.
For others, it is nothing less than the student’s entire engagement with university from
initial contact, through recruitment, arrival, learning, university experience,
graduation, employment, and their experiences as alumni. In addition, it includes their
living arrangements, accommodation, safety and security, part-time work, and social
inclusion (p. 1). Universities are not directly responsible for all these matters but are
generally engaged in most of them.
In comparison, the Centre for Post Secondary Research (2020), the organization that
administers the NSSE, does not define student experience but provides indicators of student
engagement that are imbedded in the survey. They are all related to postsecondary student
experience (Table 2.). The NSSE, also, does not define student dissatisfaction but asks the
following questions that directly related to student satisfaction/dissatisfaction “How would
you evaluate your entire educational experience at this institution?” Students respond to this
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question using a Likert scale comprised of four options, poor, fair, good and excellent. There
is also an essay style question that students are required to complete. The question is “What
has been most satisfying about your experience so far at this institution, and what has been
most disappointing? (Center for Postsecondary Research, 2017).
Table 2
NSSE Engagement Indicators
Theme

Engagement Indicators

Academic Challenge

Higher-Order Learning
Reflective & Integrative Learning
Learning Strategies
Quantitative Reasoning
Learning with Peers
Collaborative Learning
Discussions with Diverse Others
Experiences with faculty
Student-faculty Interactions
Effective Teaching Practices
Campus Environment
Quality of Interactions
Supportive Environment
Note: Adapted from the Centre of Postsecondary Research. Retrieved from
http://nsse.indiana.edu/html/engagement_indicators.cfm

As mention earlier, a gap still exists between the neoliberalist perspective that is
adopted by upper administration and the desired state of improving the student experience.
For years, the Provincial funding for universities was based on producing job ready students
that can move into an organization and within a short period of time perform the duties they
were hired for. Recently, the Provincial Government realized that producing students to be
industry ready was not enough because student satisfaction (Centre for Postsecondary
Research (2017), graduation and retention rates (University X, 2019b) were decreasing.
Recently, the Provincial Government introduced a mandate for future funding that has criteria
associated with improving experiential learning and graduation rates. It is with this
movement, that we begin to observe the possibility of lessening the gap and getting closer to
a liberal environment suggested by Leal (2019).
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In 2017, University X hired an AVP of student experience with the intent of making
improvements in the overall student experience on campus. At that time, the two previous
NSSE’s were not favourable in terms of what students felt about the experience at University
X (Centre for Postsecondary Research, 2014). Since the survey is administered every three
years, it had been six years before an AVP had been hired to address the student experience
issues. The fact that University X made the investment to hire an AVP suggests that they
wanted to see improvements in retention rates through advancements in student experience.
University X was already doing a good job of preparing students to be industry ready but was
lacking in the student experience realm. Student retention rates were plummeting (Centre for
Postsecondary Research, 2017), so administration decided to hire a specialist in student
experience and establish an entire department dedicated to improving the experiences that
students have in University X. Currently, the student experience on campus is unsatisfactory
and University X needs to address the problem. The following section will frame the PoP
through relevant research and a perspective on the current state at University X.
Framing the Problem of Practice
This section is structured and directed in a specific way to tell a story and frame the
problem of practice. It begins with a brief overview of student expectations and the factors
associated with postsecondary success. There is a short U.S. and Canada comparison and the
section ends with the current situation at University X that includes a Strength, Weaknesses,
Opportunities and Threats Analysis (SWOT).
One of the major concerns of universities is the attrition rate of first-year students
(Holdaway & Kelloway, 1987). Grayson and Grayson (2003) noted that approximately
twenty to twenty-five percent of first year students in Ontario leave university and only sixty
percent complete their education. Addressing the reasons why first-year students leave
university may involve answering questions related to their experiences such as: what are
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students’ expectations as they enter university, are they unprepared to begin their studies, and
do they have difficulty adjusting to postsecondary education? (Holdaway & Kelloway, 1987).
Soria (2012) found that students place a high importance on access to academic advising,
whether it is received through faculty members or other trained staff members. Light (2001)
suggested that academic advising might be the single most important factor associated with a
successful postsecondary experience. If students are not satisfied with their academic
advising this may compromise their ability to get involved in campus life, mentoring
relationships and developing a sense of belonging to their institution (Holdaway & Kelloway,
1987), which in turn could lead to students dropping out of school. Students want to be
connected and engaged by their postsecondary institution and when this does not occur this
could lead to students wanting to leave school (Allen & Smith, 2008; Harms, Roberts &
Winter, 2006; Lundquist, Spalding, & Landrum, 2002). Students also want validation from
faculty members and need to be recognized, respected and valued by their instructors
(Barnett, 2011). When this is not present students are more likely to withdraw from school
(Freeman, Hall, & Bresciani, 2007).
There are four key factors that indicate high school students are prepared for
postsecondary education. Students can formulate, investigate and propose solutions to
problems and think analytically and logically; students are capable of understanding key
concepts and organizational structures in each of their courses and are able to make
connections among these concepts and structures; students are able to organize competing
deadlines and priorities among each of their courses; and students were properly prepared in
high school for the transition to postsecondary education (Conley, 2008). High school
students that did receive an academic curriculum that was aligned with University X or
college academic expectations, resided in a culture for postsecondary bound students and
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were taught self-management skills and were considered more prepared for postsecondary
education (Conley, 2008).
Nordstokke and Saklofske (2015) found that students that were persistent and had
strong executive functioning skills (paying attention, staying focused and self-monitoring)
were better able to adjust to postsecondary education. Students who experienced stress, had
poor academic skills, were not attending classes, were procrastinating and were distracted,
had more difficulty adjusting to university or college. Stress has also been shown to
negatively affect emotions and the ability to focus on tasks (Austin, Saklofske, & Mastoras,
2010), which could lead to students neglecting the academic goals they have set for
themselves. Students also indicated that a healthy level of support from family members and
assistance financially contributed positively to adjusting to postsecondary education.
Most Canadian universities participate in the U.S.-based NSSE, a survey that allows
students to rate and describe their educational experience. The U.S. universities have
consistently received higher scores than Canadian institutions in two categories, active and
collaborative learning and student-faculty interactions. Active and collaborative learning was
associated with class participation, working with other students on projects, presentations,
tutoring and involvement in community-based initiatives (Association of Colleges and
Universities in Canada, 2011).
In the category of student-faculty interaction, which included aspects such as
discussing grades with instructors; prompt feedback; conversations about career plans with
faculty members; interactions with faculty outside class; and active involvement in research
projects with faculty, Canadian universities again trailed their U.S. counterparts among first
year students. (Association of Colleges and Universities in Canada, 2011). Even though U.S.
universities had higher scores on the NSSE both countries needed to improve. Further
investment in faculty, allowing time to develop enriched courses and programs, providing

UNIVERSITY STUDENT EXPERIENCE

23

more support opportunities and increasing the interaction of faculty and students would
certainly help to improve the student educational experience (Association of Colleges and
Universities in Canada, 2011). According to the Association of Colleges and Universities
(2011) the population of Canadian universities have grown over the last decade and this
growth has “taxed their capacity to provide students with high quality experiences” (p. 54).
This has resulted in universities becoming increasingly more focused on improving the
quality of the experiences that students have, while they complete their undergraduate
programs (Association of Colleges and Universities in Canada, 2011).
The negative press in a popular magazine and newspaper, along with the recent
funding reduction from Provincial Government provides a prime opportunity to introduce
change. These negative press and financial changes could impact the overall student
experience, especially if campus student services are impacted. The upcoming Provincial
Governments mandate funding requirements involve initiatives surrounding student
experience. Meeting and going beyond those mandates would accomplish both the
governmental request and improve student experience and retention. This would ultimately
lessen the gap. For the past four years the six-year graduation rate has declined each year and
currently one in three first-year students do not graduate within six-years (University 2019b).
University X is nearly at the 50-percentile compared to other universities in Canada
(Maclean’s Magazine (2018). There may be external reasons for not persisting, but as the
next section will indicate there are internal factors related to student experience that may also
be contributing to the declining graduation rate. The next section will identify Strengths,
Weaknesses, Opportunities and Threats (SWOT) associated with making changes to improve
the student experience at University X.
SWOT Analysis. A SWOT analysis is a structuralist tool comprised of four elements
used to evaluate an organization's internal strengths and weaknesses and external

UNIVERSITY STUDENT EXPERIENCE

24

opportunities and threats to help achieve its objectives (Gurel & Tat, 2017). It is structured in
way to provide key information by breaking down the complexity of the of the organization
in to four simple indicators (Mambrol, 2016). The SWOT analysis will be utilized to better
understand the PoP.
Strengths. In 2016, University X hired an Associate Vice President and introduced a
Student Experience Department. Since the inception of the department several programs have
been introduced or enhanced to provide services to students with their academic journey.
Specifically, a third centralized academic advisor was hired to provide a wide range of
services such as course planning, registration, program development, etc. There has also been
an increase in the number of formal and informal student success offices in Business, Nursing
and Engineering and personnel dedicated to providing program specific advice for students
(University X, 2019b).
Also, in the summer of 2019, University X hired a new president and one of his
primary focuses is improving the student experience. This is important as I move forward
with presenting my recommendations in the coming months. In his initial address to the
University X community he outlines some of his achievements. The new president has had
great success in improving the overall student experience at other universities.
In addition, first year orientation programs have been enhanced and more students are
receiving assistance prior to attending university. Programs such as head start (workshops for
first year students) and welcome week (activities for first year students within the first two
weeks of the fall semester) have been enhanced to make the transition to university smoother
(University X, 2019e).
Weaknesses. Even though new initiatives have been introduced outside the classroom
the first-year student experience within the classroom needs to be addressed. First year
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students are still having challenges in university and one in three are not graduating within a
six-year period.
University X offers over 150 programs and has a student population of over 15,000
students, which continues to increase each year (University X, 2019c). A tremendous amount
of funding and resources has been funneled into attracting students to the institution, but
services to assist students with their academic and non-academic concerns are still lacking.
Most departments have staff to help students, but some have not been trained to be advisors.
Opportunities. Some faculty need to offer alternative methods of teaching in the
classroom. Many faculty members do a great job of utilizing multiple methods of teaching,
but for some, the traditional lecture is the primary method of teaching and relating to
students. Many faculty members have not been trained on alternative teaching methods to
engage their students. There is an opportunity to provide training in this area. In addition,
many students are not prepared for the demands of a university education and find themselves
struggling academically.
Threats. The threats to enhancing the strengths, improving weaknesses and furthering
the opportunities, identified above, are related to internal and external factors. Internally,
upper administration, as mentioned earlier, needs to understand the need to improve the
student experience and graduation rate, along with preparing students to be job ready and
move further away from being neoliberalist.
Externally, the new Provincial Government has also stipulated that postsecondary
institutions must produce results to ensure future funding. From an administrative perspective
if University X does not produce, then funding will be decreased. The pressure to prepare
successful individuals to succeed in the world is front and center in the minds of the decision
makers. The presentation of the proposed OIP is timely and must be forwarded to upper
administration to ensure that the improvement of the student experience is a priority and not
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sacrificed. This section provided a SWOT analysis of University X as an organization and
provided detail to help frame the PoP. The following are the guiding questions that have
emerge from the PoP.
Guiding Questions Emerging from the PoP
As the PoP develops there will be questions that will arise to help guide the process.
Below are a few guiding questions. As mentioned earlier Mambrol (2016), indicated
structuralists simplify the human experience by utilizing a structure or framework so that
people can better understand their environment. The following guiding questions are
structured to provide direction for this OIP and for possible future endeavours.
What are some of the other key areas associated with the student experience
among first year students? Students need to be engaged to be successful and view
themselves as a valued community member among faculty and support staff (Tinto, 2017).
Brinkworth, McCann, Matthews, and Nordstrom (2008) revealed that high school students
felt that university was more challenging. First-year students were also not satisfied with the
lack of access they had with their professors and the time period in which they received
feedback on their assignments. Some students waited several weeks to receive feedback on
their work. The findings by Tinto (2017) and Brinkworth, McCann, Matthews,
and Nordstrom (2008) indicated that faculty should interact more with students and
universities should enforce the by-laws related to the return of student work. Mudhovozi
(2012) also indicated the need for orientation programs for first-year students with
involvement form other successful students, faculty and support staff. Krause (2006)
suggested that the planning for the first year of university should involve several years of
socializing and academic preparation and that postsecondary institutions should engage
students in the transition. This could be accomplished by introducing students to the various
services on campus such as student recruitment, faculty and support staff. Student recruitment
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personnel could introduce the students to university, current students could be mentors,
support staff could provide information about other services such as residence, finances
recreational opportunities, clubs, etc., and faculty could provide information regarding
courses and expectations (Krause 2006). Mudhovozi (2012) revealed that the first year of
university is a stressful time and that separation from family and friends was a major
contributor to this stress. The fear of failing courses and the adjustment to the different
teaching styles was a challenge (Mudhovozi, 2012).
Who should be involved in improving the student experience among first-year
students? According to Leventon, Fleskens, Claringbould, Schwilch and Hessel (2016)
stakeholders involved in the change process should be identified early on to ensure that they
are involved in the entire process, so that they understand the issues. Leventon et al. (2016)
reported that there should be a diversity of stakeholders to ensure that there is a broad-range
of ideas to generate a buy-in to the changes (Leviton & Melichar, 2015).
How is a good student experience defined? Very few studies define what a good
experience entail. A good student experience can be individual and may differ between
students, even regarding the same issue, and can involve many aspects of student life (Forbes,
2009). This question will be very important, as solutions are developed to make
improvements, especially from the student perspective during the change process.
How do the experiences of other student groups compare to the first-year
students? The experiences of upper year students, athletes, students that live in residence,
international students and other groups could be evaluated in future endeavours and
compared with first-year students.
The section identified questions arising for the PoP and set the stage for future
considerations and an expansion issues related to the postsecondary student experience. The
next section will investigate the leadership-focused vision for change.
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Leadership-Focused Vision of Change
This section will identify the organizational gap, priorities for change and the
organization change readiness. Kirsch, Chelliah and Parry (2011) Six Critical Measures of
Readiness and Cawsey et al.’s (2016) Readiness for Change Questionnaire will utilized to
determine if University X is ready for change.
The organizational gap. University X currently still exhibits aspects of a
neoliberalist leadership approach which contrasts with the position it needs to aspire to,
making improvements to the student experience. According to Harvey (2005) Neo-liberalism
is defined “as a theory of political economic practices that proposes that human well-being
can best be advanced by liberating individual entrepreneurial freedoms and skills within an
institutional framework characterized by strong private property rights, free markets and free
trade (p. 2). Globalization is one of the aspects of neoliberalism and is concerned with
economic gains (Apple, 2000; Blackmore, 2000; Burbules & Torres, 2000). In University X,
the performances of administrators and faculty are monitored to ensure that students are
prepared to move into industry and contribute to economic gains. This environment dictates
what students are taught and the skills that they receive. Keidel (2005) suggested that an
organization fails if it “tries to be all things to all people all of the time” (p. 25). Currently,
University X is recognized as one of the most comprehensive universities in all of Canada
and offers over 150 undergraduate and 60 graduate programs (Maclean’s Magazine, 2020).
For the last two years University X has achieved record enrollment numbers and the trend
seems to be continuing as the new academic year approaches. This is due in part the
tremendous resources that recruitment receives to attract students.
University X perpetuates a neo-liberalistic approach and concentrates on preparing
students for the workforce. However, even though there have been record enrollment
numbers and University X prepares student to work in the industry a gap exists in student
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services and faculty teaching methods, which affects the student experience. When students
need assistance because they are having challenges in their program the support is limited. As
mentioned earlier, some faculty members are not trained teachers and do not veer from the
lecture style of teaching. A good student experience is the desired state, and this includes
allocating appropriate resources between recruitment, faculty PD and campus support
services so that help is in place when students experience difficulties. The intention of the
OIP is to look for ways to improve the student experience, in order to retain students.
University X already prepares students to move into the workforce. Providing a good student
experience, while preparing them, will retain more students that study at the institution.
Addressing the gap would involve administration, faculty, staff and students working
in an environment that encourages shared leadership in the decision-making process. As
mentioned earlier, team members that feel more empowered are more invested in achieving
the organizational goals.
Priorities for Change. In the most recent NSSE survey in 2017, at University X one
in three first-year students felt their interactions with academic advisors and faculty were
excellent (University X, 2019b). Understanding, why nearly two thirds of the student
population are less satisfied with their interaction experiences, is a priority, as this may be a
contributing factor to the one in three first year students that do not graduate at University X
within six-years of arriving (University X, 2019b).
Developing a plan that includes improving support for incoming first-year students,
that have averages that are hovering around the minimum requirements for a program, is a
priority. Students in this category usually have significant challenges succeeding in university
(University X, 2019e). Increasing the number of advisors to assist students that are having
challenges academically is a priority. Training faculty members on teaching methods is a
priority to better engage students in the classroom.
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Drivers of organizational change. The environment or external forces often triggers
change, but not all changes originate from outside the organization. Internal forces can also
stimulate the need for change (Prediscan & Roiban, 2014). The following section will
identify the driving forces for change in University X from both an internal utilizing the
mission/vision/organizational strategy, organizational structure and organizational culture and
external perspective by examining the economic, political and demographic/social-cultural.
According to Prediscan and Roiban (2014) the following are internal and external drivers of
change.
Mission/vision/organizational strategy. The mission/vision and organizational
strategy of University X, as mentioned earlier, is as follows: The institution identifies as a
diverse university that offers undergraduate, graduate and professional programs. The school
strives to offer exceptional learning experiences in a variety of learning environments and
encourages teaching and research excellence (University X, 2019b). This statement is a
driving force for change because University X does not offer these opportunities in all
academic areas. Some areas exhibit all aspects of the mission above, while other areas
struggle. Improvements in this area are linked to the new Provincial Government funding
structure which should be a driving force to make changes that increase the number
of programs that offer exceptional learning experiences.
Organizational structure. One aspect of the organizational structure that has changed
recently is the appointment of a new president. The president has committed to a series of
consultations with various faculties and departments that will be attended by Deans,
Associate Deans, Department Heads and Directors, along with hosting two town halls that
will be open to the campus community, including students, to discuss the universities
strengths, values, priorities and overall mission. Part of the discussion will involve the student
experience at University X.
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Organizational culture. As previously stated, organizational culture is rooted in the
history of the organization and includes the values, processes and goals of the employees. It
is concerned with what is done, how it is done and who does it. (Tierney, 1988). Encouraging
a culture that is collaborative and is concerned with improving the student experience is a
driving force because there are some areas that exhibit cultures that are deep rooted that do
not encourage a positive student experience. For example, professors that only lecture and do
not encourage a dialogue in the classroom, compared to other professors that have open
discussion. The latter offers a better experience for students.
Students. The students within University X are also an internal driving force because
they are the beneficiaries of the student experience. Failing to make changes to the student
experience may result in further retention issues and have financial implications for
University X.
Economic forces. In an earlier part of the chapter, the economic impact of plant
closures and decreased shifts among major employers was discussed. The impact to the
student experience could be felt from families leaving the city for employment, resulting in
students moving to another postsecondary institution. Having to adjust to another university
or finding a similar program could have a tremendous impact on these students. Looking for
alternative ways for these students to continue attending the school, such as distance
education, could lessen the impact.
Political forces. Also addressed early in the OIP, the recent funding reductions
mandated by the Provincial Government may affect student services. Areas such as student
success, Academic Advising, the Registrar and Admissions could be affected if services are
decreased to meet the reduction expectations. Reductions in crucial student services would
impact the student experience negatively.
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Demographic/social cultural forces. From a demographic/social cultural perspective
the first-year students in University X are from several backgrounds. University X is
comprised of students that are first generation, international, transfers, commuters, from other
parts of Canada, living in residents, living off campus, high achievers in high school, atpromise students in high school, etc. In each case, their experiences in university could be
impacted by their personal circumstances and University X needs to respond to ensure that
they successfully complete their postsecondary education and have a good student
experience.
The section discussed the leadership focus for change and expanded on the
organizational gap, the priorities for change and the drivers of organizational change. The
next section will determine if the organization is ready for change.
Organizational Change Readiness
This entire section is designed from a structuralist perspective beginning with Holt,
Armenikas, Field and Harris (2007) closed ended questions and the two measurements tools
that are introduced by Kirsch, Chelliah and Parry (2011) and Cawsey et al. (2016) that will
determine organizational readiness. Again, Holt et al.’s (2007) questions, along with Kirsch
et al.’s (2011) and Cawsey et al.’s (2016) measurement tools are structured to break down the
complexity of determining whether University X is ready for change (Mambrol, 2016). Part
of the change process is determining if the organization is ready for change to ensure the
successful implementation of the solution. According to Cawsey et al. (2016) people will not
understand the need for change unless it is framed, understood and believed. This section will
introduce questions that should be considered when determining if University X is ready for
change. In addition, two measurement tools will be utilized to evaluate University X’s change
readiness, Kirsch et al.’s (2011) Six Critical Measures of Readiness and Cawsey et al.’s
(2016) Readiness for Change Questionnaire.
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Holt et al. (2007) suggested the following questions be considered when determining
if the organization is ready for change:
Is the organization capable of implementing the changes? University X is capable
of change; however there needs to be support for the changes from the VPA. As mention
earlier, the I will create a sense of urgency for change. Kotter (1996) suggested that most
organizations can make improvements at a reasonable cost and that change needs to be driven
by effective leadership and that finances should not be the deciding factor whether to make
changes. The solution for this OIP will be cost effective.
Are the proposed changes appropriate for the organization? The changes that are
recommended will be appropriate for faculty, support staff and students at University X. All
the stakeholders will be involved in the process to improve the student experience. Each of
the stakeholders will have different perspectives that enhance the solution.
Are the leaders committed to the proposed changes? I am confident that I will be
ready to make the changes and I intend to work closely with the VPA, AVP and the other
stakeholders to ensure that there is buy-in to the proposed solutions. The transformational and
shared leadership approach should make the buy-in easier, as the stakeholders will be part of
the decision-making process.
Are the proposed changes beneficial to the organization? The proposed changes
should be beneficial to University X and improve the student experience because they will be
derived from data sources such as the NSSE survey, previous student course evaluations, the
averages of incoming students and the retention rates.
Kirsch et al. (2011) outlined six critical measures of readiness. Each will be addressed
in relation to University X. This will be followed by the results of Cawsey’s et al. (2016)
Change Readiness Questionnaire, that was conducted on University X, to determine if the
organization is change ready.
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Kirsch et al. (2011) identified six critical measures of organizational readiness for
change. The following are the measurements of organizational change readiness: turbulence,
resources, aligned direction, change leadership, work roles and emotional energy. Each will
be discussed below.
Turbulence. Turbulence is the amount of change taking place, the pace of the change,
and the amount of resistance to the changes. Most of this is controlled by the level of
uncertainty about the changes, and as certainty increases so can the amount of change being
implemented. In addition, the pace or time frame for the change can also be increased and the
level of resistance can decrease. Uncertainty about job security can create a great deal of
turbulence (Kirsch et al., 2011). In University X, ensuring that transparency and team
member involvement in the change process is a primary focus, along with leaders that have a
clear vision of the desired state, will help manage the turbulence. Also, making it clear that
jobs are not threatened must be a priority for lower turbulence. Good management of
turbulence is key to organizational readiness.
Resources. Resources include human and technological. The number of individuals
required to implement the changes and any training aspects needs to be discussed and
determined. The interconnection among employees and the organizational culture needs to be
strong. If employees can rely on each other for assistance, the culture will be more positive. If
technological changes or advancements are required than this needs to be in place (Kirsch et
al., 2011). In University X, not all departments have dedicated and trained team members that
can advise students. They rely on central advising. Having advisors that are program specific
can be of benefit to students that have specific program issues that cannot be dealt with
through central advising. Departmental advisors are also more knowledgeable about their
programs and can therefore provide immediate solutions. Technologically, there should be no
issues as all the software and equipment requires very little training.
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Aligned direction. An aligned direction involves connecting the change initiative
with a clear vision that has been agreed upon and establishing trust and confidence in the
leaders that they will deliver what is expected. In addition, it is imperative to provide good
communication to the team throughout the change process (Kirsch et al., 2011) to decrease
uncertainty and resistance. The intention of the OIP will be to develop a clear vision of what
changes will be implemented and gaining the trust of the team members that everything that
is be proposed will be acted upon, unless revisions are required. Establishing a level of
communication throughout the change process, that the team members are comfortable with,
will help decrease uncertainty. Alignment with the vision, trust and confidence with the
leadership is a must to be organizationally ready.
Change leadership. Change leadership includes establishing relationships between
the leaders and sharing the power within the organizations. The more the power is distributed,
the more support and commitment will occur. Team members in organizations that have
multi-levels of management will require a higher level of support and commitment
throughout the change process from their immediate supervisor, as opposed to the president
of the organization who may be far removed (Kirsch et al., 2011). In University X, there are
many levels of management that have working relationships with their reports and this
relationship will become crucial as changes are implemented (see Appendix A.). A high level
of support and commitment will be required from immediate supervisors to ensure that the
changes are put into place and that they are sustainable.
Work roles. Work roles that encourage collaboration or collectivism and few
individualist accomplishments will have a higher level of understanding of how they fit into
the change process and will reduce the amount of uncertainty. Being able to ask others for
assistance will increase commitment and make team members feel more comfortable with the
implementation of the changes (Kirsch et al., 2011). A collaborative environment, both from
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a leadership and team member perspective, will be encouraged to establish a higher level of
commitment to the change initiatives. Allowing leaders and team members to be a part of the
decision-making process increases the likelihood of high commitment and can also decrease
uncertainty. Collaborative work roles are required to be organizational ready. A shared
leadership perspective will be used in this OIP promoting collaboration and participation in
the change process.
Emotional energy. Team members in organizations involved with change that have
high levels of uncertainty may experience fear, primarily because of threats to job security.
As mentioned earlier, a clear vision, with good communication throughout the process, and
team member involvement in the decision-making can decrease the level of uncertainty
experienced (Kirsch et al., 2011). The goal in University X will be to create an environment
of compassion and a drive towards the new initiatives. Leadership at all levels will be
required to be transparent, good communicators and encourage collaboration to keep the
positive emotion high. An environment of high positive emotion will be expected to be
organizationally ready.
Cawsey’s et al. (2016) Readiness for Change Questionnaire. University X’s change
readiness was evaluated utilizing Cawsey’s et al. (2016) Readiness for Change Questionnaire.
The questionnaire considers what is promoting and inhibiting the change readiness and
provides a mechanism for change leaders to address the factors that could potentially block
the changes (Cawsey et al, 2016). The results of the questionnaire indicated that University
X is ready for change. The score needed to higher than 10 and University X scored a 21 (see
Appendix B). Each of the change categories had a positive score, but awareness needs to be
higher for Executive Support. I will deliver a strong OIP presentation to gain the VPA’s
support for me leading the change process. In the area of Previous Change Experience, the
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successful implementation of the new SIS platform will assist moving the solution for this
OIP forward because it was a positive change.
Chapter Summary
Chapter one provided the foundation for the Organizational Improvement Plan,
beginning with an introduction and a PEST analysis of the organization to provide the reader
with information surrounding the current circumstances that University X is facing. This was
followed by a discussion of the leadership position that will be utilized to drive the change
and improve the student experience. Structural theory was identified as the foundational
theory, while transformational and shared leadership will guide the change process. The PoP
was also outlined in chapter one, along with an introduction of the organizational gap
between the current and desired state. Later in the chapter, there was discussion about the
arrival of the Student Experience Department on campus and a review of the student
experience at University X was provided to help frame the PoP. In the final section,
University X’s change readiness was evaluated using Cawsey’s et al. (2016) Change
Readiness Questionnaire. It was determined that University X is ready for change.
The next chapter will introduce leadership approaches to change, a framework for
leading the change process, a critical organizational analysis, possible solutions to address the
PoP, leadership ethics and organizational change.
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Chapter 2: Planning and Development
As mentioned earlier, my leadership position for the OIP will that transformational
leader, but in order to perform my duties as a transformational leader I will first need the
positional authority of the VPA to endorse me as the leader of the change process. Once this
has taken place this will set the foreground for me to deliver the vision of how the
organization will move forward from the current to the desired state. The next section will
outline why each of the leadership perspectives identified earlier will be utilized in the OIP
and how each will be initiated in the change process.
Leadership Approach(es) to Change
Earlier in the chapter, structuralists Bolman and Deal (2008) four-frame model was
introduced and it was identified that transformational leaders utilize all four of the frames
when they lead, and shared leadership aspects are recognized in the human and political
frames. The alignment of structuralist theory with transformational and shared leadership is
clear. From a transformational leadership perspective Bolman and Deal’s (2008) structural,
human resources, political and symbolic frames will be realized through the vision for
change, the frameworks and models throughout this OIP, the implementation, communication
and monitoring and evaluation plans. The human resources and symbolic aspects will be
accomplished by me empowering, inspiring, motivating, caring and encouraging team
members to be part of the change and decision-making process, along with the trust they have
in me as the leader. The political frame will be apparent through my legitimate power to
make changes and the expertise that will be needed to develop and deliver the solution. From
a shared leadership position, the human resource and political frames will be realized through
my empowerment of team members and recognizing the need of employee expertise to
develop and develop the solution.
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Transformational leadership. Previously, I introduced a couple of instances of how
I am a transformational leader. Throughout the process of this OIP I will further demonstrate
that I am not a transformational leader. According to Chen, Huang and Hsiao (2010)
vertically structured organizations are comprised of a hierarchy of authority, centralized
decision-making, strict rules and personnel reporting systems. Conversely, horizontal
organizations are characterized by a decentralized shared decision- making environment,
personnel empowerment and fewer rules. It is my intention to introduce both a vertical and
horizontal approach to the OIP. Structures will be put into place for the framework for
leading the change process, the critical organizational analysis of the organization, the
solutions, the monitoring and evaluation of the change process and the implementation and
communication plan. Throughout these processes a vertical structured approach will be
incorporated. However, as a transformational leader I will also form guiding coalitions,
inspire and motivate team members, and empower them to make decisions regarding how the
solution will be developed and delivered. The participants of the solution will also be actively
involved in deciding what aspects of the solution they want to incorporate to help improve
the first-year student experience. As mentioned earlier, structuralist theory is based on the
premise that the system will continue to function wholly, it will not be static and the basic
structure will not be changed (Mumbrol, 2016). This structuralist ideology will be upheld, but
as a transformational leader I will empower others and encourage them to be part of the
change process.
Prior to my OIP presentation to the VPA, my OIP will be given to the AVP, who will
in turn forward it to the VPA, so that both individuals have background knowledge of my
intentions. Next, I will conduct a presentation for the VPA and ask for his endorsement as the
change leader. If adjustments to the initiatives are required, they will be made to move the
solution forward. Following the endorsement, a town hall meeting will be scheduled and the

UNIVERSITY STUDENT EXPERIENCE

40

VPA will introduce me as the change leader and I will create a sense urgency and outline the
vision for the needed changes. The VPA is initially required because of his far-reaching
influence within University X, the trust that team members have for him and his successful
history of change. Announcing me as the change leader, for my OIP initiatives, will be
considered an extension of the team members trust in the VPA, to me. This will be in
addition to my credibility, long standing service and good working relationships with
departments and team members. The University X community will be confident that I will
lead the needed changes to improve the student experience. As mentioned above, I will
incorporate a vertical and horizontal leadership structure. The horizontal approach will be
utilized to empower others, and this will be accomplished through a shared leadership
perspective.
Shared leadership. Leadership has moved from being recognized as a role that is
top-down within the organization to a shared social process (Pierce & Wessenaar, 2015). The
task of leading and managing in education should be aligned with an approach that includes
leadership outside of administrative roles, shared power, and is concerned with decisions
derived from the collective group (Hall, 2001). The shared leadership approach supports the
transformational leadership perspective that I will adopt for the OIP. I intend to create an
understanding that the leadership role will be shared by others, as the process unveils. It will
also create a co-ownership for the decisions (Kezar & Holcombe, 2017) and establish a level
of accountability for those individuals/groups that are involved. Ensuring that others are
involved as leaders is a strong predictor of a positive work outcome (Wang, Waldman and
Zhang, 2014) and will help to decrease the resistance to the change if other individuals
contribute in the decision-making process. Since the solution will involve faculty, staff and
students a shared perspective would be the best approach to achieve the desired state
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Even though the proposed solution will be presented to the stakeholders there will be
many opportunities to incorporate shared leadership. The solution may involve training/
capacity opportunities and those involved will develop and deliver the content of those
initiatives. As mentioned earlier, as a transformational leader I will present an opportunity for
others to lead, build on the strengths of the participants of the leader groups and encourage
collaboration, so that everyone develops fully throughout the process. The recipients of the
training/capacity building programs/workshops will be able to participate fully in the delivery
of the initiative and decide how to incorporate the knowledge they have received, with the
intention to improve the student experience.
There are two leadership approaches that will be utilized throughout this OIP to
present and implement the recommended solution. The transformational leader is the
messenger that will present the need and urgency for the changes and provide the structure
for the change process, but shared leadership will be utilized to empower others to contribute
to the decision-making and change process. As previously mentioned, organizations that
incorporate shared leadership during the change process experience less conflict, greater
consensus, higher intragroup trust and cohesion (Bergman et al., 2012).
The above section identified the two leadership approaches that will be utilized for the
OIP and how each of them will be incorporated to drive the solution. The next section will
examine relevant framing theories and how they align with the approaches for leading
change. Each will be discussed with one being chosen as the frame to lead the change
process.
Framework for Leading the Change Process
When an organization undertakes a change initiative it is important that the change is
guided by a theoretical framework to provide structure to the overall process. A framework is
usually a structure that outlines a plan or system comprised of various concepts in relation to

UNIVERSITY STUDENT EXPERIENCE

42

a change initiative (Sabatier, 2007). Both structural frameworks below are designed to
describe a sequence of events during a change process. Each theory has a series of stages that
occur during the change endeavour to help simplify the complexity of the event (Mambrol,
2016), and both imply that there is beginning and an end to the change process. The
following two theories will be analysed as potential frameworks to lead the change process.
As part of the analysis, attention will be given to aspects of the theories that align with the
leadership approaches chosen for this OIP.
Duck’s (2001) Five Stages of Change Curve
The five stages are as follows: stagnation, preparation, implementation, determination
and fruition. The change model suggests that an organization moves through theses stages
sequentially. Duck (2001) uses a metaphor of a monster to describe the various stages.
Stagnation (the monster is hibernating). In this first stage, team members of an
organization are not aware of the threats both externally and/or internally. The responsibility
of the leader is to ensure that employees understand there is a problem and there is a need for
change (Duck, 2001). I will gather the threatening external/internal from the NSSE results,
magazine articles, graduation rate and the governmental mandates and prepare to announce
the information to the faculty/staff within University X.
Preparation (waking the monster). The preparation stage begins with a dramatic
announcement from someone in upper administration that outlines the current situation and
the need for change. This announcement is followed by mixed emotions including misbelief
or excitement about the pending change. Productivity tends to be less during this phase
(Duck, 2001). I will create a sense urgency at a townhall meeting through a presentation
outlining the vision for change. I will also empower the change team and discuss how the
initiatives will be implemented from a shared leadership perspective. In addition, I will be
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committed to monitoring and communicating at all stages throughout the change process to
reduce resistance and create reassurance.
Implementation (the monster arises). The pending changes are implemented during
this stage. This could include new organizational structures, job descriptions and detailed
plans as to how the organization is going to function in the future. The organization could
experience high emotions and resistance to change, especially if there is a change in team
members job duties/work practices (Duck, 2001). The proposed solution will be driven by a
shared leadership approach to garner support for the changes and manage resistance by
addressing the issues that are presented.
Determination (the monster is ramped). During the determination stage team
members realize that the change is really happening and that things are going to be different.
Resistance to the change is still lurking and leaders push the new ways with enthusiasm and
high energy (Duck, 2001). The University X change team will encourage team members to
participate in the decision-making process and share short-term wins to further re-enforce that
the changes are positive. The change team will continue to manage resistance by addressing
new issues that are presented.
Fruition (the monster is controlled). In the final stage, the organization has adopted
the new changes and employees are feeling more confident in their work. It is important to
keep satisfaction high to prepare for future changes and avoid stagnation (Duck, 2001). The
University X change team will continue to share short-term wins with team members and
utilize a change monitoring and evaluating tool to ensure that the changes are sustained to
avoid re-stagnation. This tool will be introduced in chapter three.
Kotter’s Eight-Stage Process
Kotter’s (1996) Eight-Stage Process is also sequential and organizations move from
one stage to the next during the change process (Table 3.).
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The model below outlines the eight stages and describes the opposite action of failing to
complete a phase.
Table 3
Kotter’s Eight-Step Model for Leading Change
Failure related to a stage

Kotter’s recommendation

Complacency

Establish a sense of urgency

The lone-ranger or the low credibility
committee

Create the guiding coalition

Authoritarian or micro-management

Developing a vision & strategy

Failure to explain vision (well)

Communicate the vision

Obstacles block the route to vision

Empower others to act on vision

Failure to show early results

Generating short-term wins

Not aligning structures, systems,
policies & skills

Consolidating gains & producing more
change

Neglecting to institutionalize changes
firmly in corporate culture

New approaches in the culture

Note: Kotter’s Eight-Step Model for Leading Change. Adapted from Leading Change
Copyright 1996 by John P. Kotter
The following will explain how Kotter’s (1996) Eight-Stage Process for change will
be utilized in University X. The above model outlines the eight stages and describes the
opposite action of failing to complete a stage. This information will be included in the
following discussion of University X.
Urgency. As mentioned earlier, the I will create a sense of urgency for change in a
town hall meeting by providing information from the NSSE results, magazine articles, the
graduation rate and the recent mandates that were introduced by the Provincial Government.
If University X is complacent and does not recognize the urgency for change the student
experience will be affected. The 10% reduction could affect services that students rely on to
assist them with their educational journey, if reduced or eliminated. This in turn, could affect
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their student experience. The changes to the Provincial funding criteria have also created a
sense of urgency. The funding is now connected to a set of metrics that are directly related to
student experience. Each university is responsible for defining some of these metrics, which
is how the recommendations of the OIP can contribute to these discussions. This will be
followed by a presentation from outlined the vision and leadership approach.
Create a guiding coalition. A coalition will be formed that will guide the
implementation of the OIP recommendations. I will communicate with the Department Heads
involved in the change plan and form a guiding coalition, bringing together members from
the appropriate areas, who will be champions of the changes and will assist with encouraging
others during the change process to become champions. Failing to establish a coalition of
strong influential team members from within University X will affect the credibility of the
group and make changing very difficult.
Develop a vision & strategy. Successful change cannot occur without a welldeveloped vision and plan. I will create a vision that outlines the desired state of student
experience and the need for change. The message will also identify the changes in areas that
can be improved upon. During this message I will outline the initiatives, there timelines, who
will be involved in the development and the recipients of the changes. Failing to develop a
vision and strategy will create uncertainty among the team members.
Communicate the vision. I will initially communicate the current state and urgency
for change through a town hall meeting with the faculty and outline the change
implementation plan, the methods by which the changes will be monitored and evaluated,
along with a complete plan of how the various aspects of the change initiatives will be
communicated. Failure to communicate the vision will create team member uncertainty, lack
of confidence in the leader’s abilities and resistance to change.
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Empower employees. Along with effective communication, a guiding coalition of
champions will be empowered by me through a transformational and shared leadership
perspective to act on the vision and be a part of the decision-making process, at all levels.
Highlight short-term wins. Recognizing short-term wins is crucial to sustaining the
changes. The team members need to believe that the changes are successful. Regularly
communicating the short-term wins at various stages of the implementation plan will allow
team members to celebrate a positive moment forward. I will regularly announce the short term wins at various periods throughout the implementation plan. This will help with keeping
members focused and committed to the changes and ensure that they are sustainable. Failing
to celebrate short-term wins creates uncertainty about the process and members could revert
to the old ways. Recognizing short-term wins validates that the changes are successful and
helps to embed them into the organizational culture.
Consolidate gains and produce more change. Like highlighting short-term wins,
once the changes have been completed, I will consolidate gains by reminding members that
the initial changes made a positive impact to student experience. I will present the new state
of student experience and reinforce that change was needed. Announcing positive gains
assists with paving the way for future changes. Failing to consolidate the positive gains does
not bring closure to the process and makes it challenging to introduce future changes.
Anchor new approaches. I will regularly share the positive effects of the changes to
student experience (short-term wins) to help anchor the new practices and ensure that they
become engrained in the organizational culture. Keeping the new positive changes in the
minds of the team members helps to ensure that the old practices become less desirable.
Failing to anchor the new practices will provide an opportunity for team members to revert to
the old ways which will affect the sustainability of the changes.
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Even though Kotter’s Eight-Step Model (1996) is linear in nature it does provide a
pathway to successfully institute change. Kotter (1996) recognized the importance of creating
a vision, communicating that vision, empowering team members to become a part of the
change process and the need to share short-term wins along the way. Both Duck’s (2001) and
Kotter’s (1996) models of change provide clear beginnings and ends to the process of change
and both move from one phase to the next until the changes are normal practices. Duck’s
model is more simplistic and the inclusion of team members in the process is not as apparent.
There are similar aspects in each of the models; however, Kotter’s (1996) process includes
recognition of the people in the organization in two of the stages, the need to create a guiding
coalition and the importance of communicating and empowering employees. For change to
be successful, team members must receive regular communication and be empowered to
participate actively in the decision-making process. This is key to managing resistance.
Kotter’s (1996) model emphasized aspects of transformation and shared leadership, which
aligned with the OIP leadership approaches. It is for these reasons that Kotter’s (1996) model
will be utilized as the framework for leading change in the OIP.
This section discussed two framework models to lead the change process and
concluded that Kotter’s (1996) Eight-Stage Process will be the framework to lead the
changes. The next section will introduce methods that will be utilized to critically analyse the
organization, diagnose the needed changes and determine if organization is ready for change.
Critical Organizational Analysis
The next section will introduce the model that will be utilized to critically analyze
University X and determine if the organization is considered stable or flexible, based on a set
of criteria associated with each. The section will end with a diagnosis and analysis of the
needed changes utilizing Cawsey’s et al. (2016) Change Path Model and Kotter’s (1996)
Eight-Stage Process.
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Quinn’s competing values model. Quinn’s (2001) Competing Values Model will be
utilized to analyze University X. Quinn’s (2001) model is divided into four frames, the clan,
adhocracy, hierarchy and market. The top two frames are considered flexible and the two
lower frames are considered stable. The left frames are internally focused, and the right
frames are externally focused (Figure 1.). University X is currently identified by the bottom
two frames and is considered a stable organization.
Figure 1
Quinn’s Competing Values Model

Note: Adapted from Competing Values Model and Change by
R. Quinn, D. Bright, S. Faerman, M. Thompson & M. McGrath (2003). Becoming a master
manager. New York: John Wiley & Sons. Copyright 2003 by Robert Quinn
Internally, there is a hierarchy that has many levels (see Appendix A.). The
organization is very bureaucratic and has many rules and regulations. The institution is
concerned about the market and producing students that are workplace ready. The gap
between the current and desired state still exists within University X’s upper administration
and the need to improve the student experience. For change to occur University X needs to
move towards the top half of the model and become more flexible. A flexible environment
would involve empowering employees, encouraging them to participate in the decisionmaking process and becoming more change oriented. I do believe that the I can persuade
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upper administration to create a balance between the need to produce work ready students
and providing a good student experience.
Diagnosis and analysis of needed changes. The organizational changes will be
diagnosed and analyzed utilizing Cawsey’s et al. (2016) Change Path Model, in relation to
Kotter’s (1996) Eight-Stage Process. Cawsey’s et al. (2016) model is comprised of four
stages that are sequential. The following are the stages:
Awakening. In the first stage leaders are continuously reviewing the potential internal
and external threats to the organization (Cawsey et al, 2016). Cawsey et al, (2016) suggested
that external forces are the most powerful drivers for change. Government mandates,
company mergers and a competitor marketing a new product are examples of external events
that could stimulate the need for change. Within University X, some departments, faculty and
support staff provide services that positively impact the student experience, while others are
currently, not capable, or do not offer services to students. The AVP will introduce the urgent
need for change through at a town hall meeting which will include internal and external
threats such as the low graduation rate, NSSE results, the negative magazine articles and the
governmental mandates. All of which indicate the need to improve the student experience.
The awakening stage corresponds to Kotter’s (1996) Urgency Stage. There is an urgency to
understand what the internal and external threats to the organization are.
Mobilization. During the mobilization phase the leader determines what needs to be
changed and who will implement the changes, as outlined in the vision (Cawsey et al., 2016).
Once identified the will convince team members that change must take place. The above
organizational analysis identified the current state of University X to be hierarchical and
market oriented. For changes to be implemented University X needs to adopt a clan and
adhocracy leadership approach, which is consistent with the leadership approaches identified
earlier, transformational and shared. The organizational analysis will be used to create the
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new vision of University X, identifying a clan and adhocracy approach to leadership. During
this phase the communication regarding the vision and changes begin to generate support
from the guiding coalition and champions of the change (Cawsey et al. (2016). The
Mobilization stage corresponds to Kotter’s (1996) Communicating the Vision and
Empowering Employees stages.
Acceleration. The acceleration step involves planning and implementing the changes
(Cawsey et al., 2016). Once the vision has been established, I will engage the change team to
work through the transition, establish the change plans and implement the solution. The new
ways of functioning within University X will be introduced, and support for the new changes
will be sought in others. Small wins will be celebrated to help further motivate team members
to ensure the sustainability of the changes and prepare for more changes in the future.
Acceleration corresponds to Kotter’s (1996) Empowering Others, Consolidating Gains and
Preparing for more Change and Short-term Wins correspond with this step.
Institutionalization. The final step involves the successful move to the desired state
(Cawsey et al., 2016). During this step, the new changes within University X will be
monitored to ensure sustainability and to make sure the new ways are engrained in the culture
of the organization. I will announce short-wins and consolidated gains through out the
process. The monitoring and evaluation of the change process will be introduced in chapter
three. Institutionalization corresponds to Kotter’s (1996) Anchoring New Approaches.
It is important to note, that even though Kotter’s (1996) Eight- Stage Process and
Cawsey’s et al. (2016) Change Path Model are sequential they are is not always linear.
Leaders need to recognize that they may have to adjust and adapt at various stages within the
change process. Every organization is different, as are the team members. Some team
members champion the change, others are fearful of losing their jobs and certain individuals
never support the effort. According to Cawsey’s et al. (2016) many change management
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programs fail because the questions of why change is needed and what needs to be changed
are not clearly articulated. Often, team members of an organization have different opinions as
to why an organization is not performing well, which can lead to varying ideas as to what
needs to be changed (Cawsey et al., 2016). For this reason, it is important to involve others in
the entire change process, so that the vision of what needs to be changed is clear and
understood. Quinn’s (2001) Competing Values Model is structurally based and provides an
understanding of the current state of University X through a simple typology system which
helps to reduce the complexity surrounding the organizations current leadership approach.
(Mambrol, 2016). Cawsey’s et al (2016) Change Path Model and Kotter’s (1996) Eight-Stage
Process, as previously mentioned, are also structurally based. The next sections will identify
possible solutions to address the PoP and the leadership ethics of organizational change.
Proposed Solutions to Address the Problem of Practice.
The following section will introduce proposed solutions to the PoP. Each of the four
solutions will be examined to determine what needs to change to improve the student
experience and will include the resources that may be required if the solutions were to be
implemented, along with the advantages/disadvantages of each. As the transformational
leader for this OIP, I will choose one of the solution that will improve the student experience
and “proceed to align a structure in such a manner to best achieve this” (Pedraza, 2014, para
3.) to ensure that the solution is implemented and sustainable. Bolman and Deal’s (2008)
structural, human, political and symbolic frames are identified throughout the four proposed
solutions. As outlined in the vision, one of the proposed solutions will be implemented and
this will be decided upon by me, as the transformational leader, along with the organizational
goals associated with the process which is representative of Bolman and Deal’s, (2008)
structural and symbolic frames. The political frame is evident, as I have the authority to make
the decision as to what solution will be implemented and who will be involved in the process

UNIVERSITY STUDENT EXPERIENCE

52

(Bolman & Deal, 2008).The human resource or the human expertise required for the solution
is also identified in each proposed solution through the development of guiding coalitions of
PLC’s and the empowerment of these individuals (Bolman & Deal, 2008). Shared leadership
will be realized during the implementation phase, through the empowerment of the human
expertise required to design the content of the solution and mode of delivery. The shared
leadership aspect is represented by Bolman and Deal’s (2008) human resource and political
frames.
Proposed solution one: Develop a program that engages first-year, at-promise
students. As mentioned earlier, University X is currently experiencing a retention issue and
one in three first-year students do not graduate after six-years. To address this problem one of
the recommendations is to develop a program that will engage first-year, at-promise students,
and encourage them to persist throughout their postsecondary education. Approximately 12%
of University X’s total first-year student enrolment are considered at-promise students
(University X, 2019b). The term at-promise is a current description that identifies students
that are at academic risk, from a student perspective, that perceives their strengths rather than
their weaknesses (Anonymous, 2012). For the purposes of this OIP, at-promise students are
identified as students entering university that have high school averages that are one to three
percent higher than the admission averages that are required in their university programs.
Encouraging student engagement can lead to many success indicators, such as
academic achievement, increased student retention and institutional reputation, student
persistence, student readiness for work, personal pride, belonginess and student wellbeing
(Bowden, Tickle & Naumann, 2019). Engagement is referred to as a set of traits or attributes
that interact between the student and the institution they belong to (Consortium D’animation
sur la Perserverance et la Reussite en Enseignement Superieur, 2015) (CAPRES). According
to (CAPRES, 2015) students are engaged when they:
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Feel they belong to the school or program.

-

Are actively involved in learning tasks and achieving the learning goals.

-

Follow the rules and instructions, persist through difficulties, and have positive
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interactions with their instructors and other students.
-

Participate in school activities.

The proposed engagement program would provide an environment that encourages a
sense of belonging, active participation in learning tasks and activities, and compliance with
the rules. The engagement program, as suggested by Bowden, Tickle & Naumann (2019),
would also involve discussions and activities surrounding the four pillars of engagement:
behavioural, affective, social and cognitive which are described below.
Behavioural. Behavioural engagement relates to the visible academic performance
and participation in activities and is measured by the student’s conduct, attendance,
concentration on tasks, class participation, perseverance when presented with challenges and
the amount of time spent on class work (Bowden et al, 2019).
Affective. Affective engagement involves understanding the level of emotion that a
student experiences that is manifested through positive emotions about on and off campus
activities, feelings of happiness, pride, curiosity and openness. Students that are emotionally
engaged see purpose behind their studies and their social interactions (Bowden et al, 2019).
Social. Social engagement refers to a student’s relationship bonds and their feelings
of belongingness among peers, staff and other important individuals in their experience.
Students that are social engaged have a feeling of inclusion, purpose and are connected to the
experience provider (Bowden et al, 2019).
Cognitive. Cognitive engagement is associated with the enduring mental state of a
student during various aspects of engagement. This can include positive attention and time
spent on planning and pursuing their academic endeavours. Students that are cognitively
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engaged understand the value of their academic work and this is recognized through the
strategies they employ in their tasks (Bowden et al, 2019).
The four pillars of engagement would be utilized to develop a program to assist atpromise first-year students to become more engaged in their academic and non-academic
experiences. The program would be referred to as Student Engagement for Postsecondary
Success (SEPS). The SEPS program would be focused on students’ emotional attachment to
their academic and non-academic experiences, helping them to understand their purpose and
encourage them to grow socially. Success in developing emotional attachment and increased
social interaction would generate positive changes in behavior and cognition regarding
students’ academic and non-academic endeavours (Bowden et al, 2019) Specifically, the
program would be mandatory and only offered to at-promise first-year students. The
program would be delivered in the spring/summer prior to the beginning of the school year.
Below are the resources that would be required to deliver this program.
Human resources. A Professional Learning Community (PLC) comprised of me, the
other Academic Advisors on campus and upper year students that volunteer in the Student
Success Centre. The PLC would develop the curriculum and deliver the program. The
Academic Advisors would be part of the PLC because they have been previously trained on
the SEPS program content and use the information during interactions with students in
University X. The upper year students from the Student Success Centre would contribute by
sharing their experiences with the at-promise students. The at-promise students that will be
required to attend the SEPS program are also part of human resources.
Financial resources. There will be no financial issues, because the SEPS program
will be delivered during the regular work week by the PLC and no additional wages will be
required. Replacement staff will not be needed when team members are absent due to the
training and their participation will be considered the same as if they involved in any training
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event. All costs for stationary that is needed for the SEPS, program will be assumed by the
Academic Advising Department.
Time resources. The SEPS program will require a commitment of two-days a week
during the spring/summer months, from the PLC, to develop and deliver the workshop, in the
first year of implementation. The first two weeks of the spring will be utilized to develop the
curriculum and the remaining weeks (two days during the week) in the spring/summer will be
utilized to deliver the program. At-promise students will be scheduled to attend one of the
two sessions offered during the week. A maximum of 25 at-promise students would be
invited to each session.
The program would also be offered in the first couple of weeks of the fall semester for
those students that could not attend during the summer months. This program is feasible
because Academic Advising experiences a slow period during the spring/summer months.
Technological resources. No concerns regarding technology, as University X is well
equipped and the availability of audio-visual equipment is offered to faculty and staff at no
cost. The equipment will have to reserved in advanced to ensure that it is available when
needed.
Advantages/Disadvantages. The advantage of this program is that it would be
designed to assist all first-year at-promise students with engaging in postsecondary education
from a behavioural, affective, social and cognitive perspective and would have a tremendous
impact on the success indicators suggested by Bowden et al (2019). A disadvantage of the
SEPS program is that it would be limited to selected topics (commonly associated with postsecondary students) and may not cover all aspects of student engagement.
Proposed solution two: Provide capacity building on AA for program advisors.
Academic advising (AA) is an interaction between an advisor and a student that assists in
developing and accomplishing goals (Bloom, Hutson, & He, 2008). Appreciative advising is
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a six- stage process in which advisors attentively listen, are positive, and use strategic
questions to provide guidance to students (Bloom, et al, 2008). This method is an alternative
to prescriptive advising, which is one -way directives that originate from the advisor and are
given to the student (Hande, Christenbery, & Phillippi, 2017). AA has been successfully used
during advisor interactions involving students that were on academic probation or required to
withdraw from their program and during discussions with students wanting to change their
major. (Tian & Louw, 2018). Instituting AA would help improve advising at University X
because there has been low satisfaction in this area, as referenced in the NSSE survey (Centre
for Postsecondary Research, 2017).
Six-phases of appreciative advising. When an advisor is practicing AA the following
are the phases they would typically work through by asking questions (Table 4.).
Table 4
Six-Phases of Appreciative Advising
Phase

Phase Description

Disarm

In this stage, advisors are building a rapport
with the students by establishing a safe and
inviting environment. Advisors are letting
students know by your actions that they can
approach you.
Next advisors ask positive open-ended
questions to determine the student’s
strengths based on what they have done in
the past.
Allow students to share their dreams
whether they are personal, academic or
career oriented and be inspired by them.
The advisor will co-author the plan for the
student’s educational goals that will help
them attain their dream.
During this phase the student follows
through with the agreed upon plans and the
advisor is there to assist with any setbacks,
refinements or changes to the plan.
Encouraging them to reach their dream.

Discover

Dream

Design

Deliver
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Don’t Settle

At this stage the advisor encourages the
student to raise their expectations and strive
for more, and like any stage process,
adjustments are made throughout, and some
stages may take longer depending on the
student’s development.
Note: Adapted from Bloom, J. L., Hutson, B. L., & He, Y. (2008). The appreciative advising
revolution. Champaign, IL: Stipes. Copyright 2008 by Jennifer Bloom, Bryant Hutson & Ye
He.
The following are the resources that are required to consider this solution as an
opportunity to improve the student experience.
Human resources. There are approximately 150 programs and this capacity building
session could involve approximately 300 team members. The capacity building session will
be supported by the PA’s as many are already advising students and are aware that they need
the training. In addition, support from the Department Heads of each area will be required to
make staff adjustments in their areas during the absences of the PA’s that are involved in the
sessions. A PLC involving me, the other Academic Advisors and upper year students that
volunteer in the Student Success Centre will be formed to develop and deliver the AA
Program. The Academic Advisors will be part of the PLC because they practice AA in their
daily work. The students will be involved to share their experiences with AA.
Financial resources. The training sessions for the AA would occur during regular
working hours eliminating having to pay extra wages. The PLC will be established from team
members on campus. There will be no additional wage payments required for the PLC as the
program would be delivered during regular working hours. Replacement staff will not be
needed when team members are absent due to the training and their participation will be
considered the same as if they involved in any training event. All costs for stationary that is
needed for the AA program will be assumed by the Academic Advising Department.
Time resources. Time resources would be manageable as the program would be
delivered one-day a week during the spring/summer months, during the first year of
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implementation. The PLC will need the first two weeks in the spring to develop the
curriculum for the AA program. The remaining weeks will be utilized to schedule the oneday sessions. There will be no issues with the number of participants, as the program will be
delivered one-day a week throughout the spring/summer months, with a maximum of 25 team
scheduled per session. The spring/summer months are slower in Academic Advising making
the program feasible.
Technology. No concerns regarding the technology, as University X is well equipped.
Program advisors would be given access to a software package that is used in Academic
Advising so that they could record notes regarding their sessions with students.
Advantages/disadvantages. One advantage of this solution is that is fairly cost
effective and can train many team members at the same time. The disadvantage is there may
need to be additional sessions for those that cannot make the scheduled day. Additional
training days can be arranged if need be and will be offered at times the are convenient to the
PA’s.
Proposed solution three: A professional development program for
faculty. Researchers suggest that positive faculty relationships with students promotes
engagement, the desire and motivation to learn, and an increase in student self-confidence.
(Kazar & Maxey, 2014). However, there are limited instances of classrooms being altered to
provide academic support, improved assessment, feedback techniques and student
engagement in the curriculum. In addition, like teachers in the elementary and high school
system many faculty members are not trained or versed in pedagogy, curriculum and
assessment, to be more effective with their students. Tinto (2012) suggested the need for
more professional development (PD) opportunities for faculty that provide information on
alternative teaching methods in the classroom.
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Scaffolding and untethered are two methods that could be delivered in University X to
assist with the further development of skills among faculty and help improve the student
experience of first-year students. This will be discussed next.
Scaffolding PD. Scaffolding PD acknowledges that professional learning is a method
of thinking that involves commitment, regular practice in the workplace and support from
faculty by providing informal peer observation of teaching practices (Haras, 2018).
According to Haras (2018) the benefits of scaffolding PD are:
-

It promotes a constructivist method and does not involve lecturing.

-

It sets expectations for faculty teaching practice and follow-up after the program is
finished.

-

It is a system of faculty members that can be called upon to be mentors.

-

It takes place in the work environment.

-

It is responsive to the needs of the faculty member.

-

It provides a safe place to learn.

Untethered. Untethered is learner-centred and emphasizes the use of online and
blended training methods. It develops technology competence and allows faculty the
flexibility to access multiple modes of access and interaction through methods of delivery
that include:
-

Online sessions

-

Video conferencing

-

Reviewing recorded sessions
This PD option can be used for a variety of subject matter. It is also accessible to

those who have time constraints and for those that do not reside close to campus because it is
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web-based, ultimately being able to serve more faculty members (Leafstedt & PacanskyBrock, 2016a). Below are the resources that would be required to deliver the PD options.
Human resources. The PD program would begin as a pilot project involving two
departments, Psychology and Communication, Media and Film because they see the positive
benefits of PD opportunities. A commitment to participate in the pilot project will be required
from the faculty members in the program areas. Scaffolding will also require commitment
from faculty members from the Faculty of Education to form a PLC, along with me and
upper year students from the Student Success Centre, to develop and deliver the PD program.
The faculty members from the Faculty of Education will be required to share teaching
practices and techniques. The students will be required to share their experiences in the
classroom. The only human resource requirement for Untethered PD is the faculty members
involved in the PD program. The buy-in may be challenged because some faculty members
may see the experience from a teacher-student perspective instead of the constructivist nature
that is intended and be unwilling to participate. In this instance, I will re-emphasize the
urgency for change, with faculty, by revisiting the results from the NSSE survey results,
student course evaluations and reinforcing the need to provide alternative teaching methods
in the classroom. I will work with Departments Heads to ensure full participation in the PD
program from faculty members.
Financial resources. Scaffolding sessions will be offered during regular working
hours, so not incur additional wages. There will be no cost to Untethered PD, as the video
recordings will be produced internally. Replacement staff will not be needed when team
members are absent due to the training and their participation will be considered the same as
if they involved in any training event. All costs for stationary that is needed for the faculty
PD program will be assumed by the Academic Advising Department.
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Time resources. The scaffolding or untethered PD curriculum development will take
place weekly during the spring/summer during regular hours. The PD program will
commence during the fall semester in the first year of implementation and during regular
working hours. The Scaffolding session will be offered two times a week and a schedule of
sessions will be provided to the faculty. The untethered option will be a recording of the first
scaffolding session delivered on campus, that faculty members will view at their own leisure.
Both options will need to be completed by the end of the fall semester.
Technology. No concerns regarding technology, as University X is well equipped and
the availability of audio-visual equipment is offered to faculty and staff at no cost. The
equipment will have to reserved in advanced to ensure that it is available when needed.
Advantages/disadvantages. One of the advantages of both methods of PD is that they
can be implemented on the campus. A further advantage of untethered PD is it can be
completed at the convenience of the faculty member. There is no need for expensive
travelling. There is an additional advantage with untethering PD that it is self-driven and does
not rely heavily on the assistance of others. One potential disadvantage will be ensuring that
faculty members participate in the PD program. I will work with the Department Heads to
ensure that there is full participation.
Proposed solution four: To incorporate all three solutions. All three solutions, on
their own, will have a positive effect on one aspect of student experience, but combining all
three solutions will allow for more opportunities to make improvements (Figure 2.).
All the training and student sessions will occur during regular working hours so that
there are no extra costs. The PA’s will be selected based on management recommendations
and the team members current capacity as an advisor. As part of the implementation of the
PD program, faculty will be given the choice of either scaffolding or untethered, so that the
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approach is collaborative. A schedule of days will be established for the Scaffolding sessions
that are convenient for faculty.
Figure 2
Proposed Solution for PoP

Human resources. For the SEPS program a Professional Learning Community (PLC)
comprised of me, the other Academic Advisors on campus and upper year students that
volunteer in the Student Success Centre. The PLC would develop the curriculum and deliver
the program. For the AA program a PLC involving me, the other Academic Advisors and
upper year students that volunteer in the Student Success Centre will be formed to develop
and deliver the AA Program. The Academic Advisors will be part of the PLC because they
practice AA in their daily work. The students will be involved to share their experiences with
AA. For the faculty PD program faculty members from the Faculty of Education to form a
PLC, along with me and upper year students from the Student Success Centre, to develop and
deliver the PD program.
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Financial resources. All three components will be planned and conducted during
regular working hours; therefore, there will be no additional wages required to plan and
implement the changes. Replacement staff will not be needed when team members are absent
due to the training and their participation will be considered the same as if they involved in
any training event. All costs for stationary that is needed for the SEPS, AA and faculty PD
programs will be assumed by the Academic Advising Department. There will be no fees for
equipment to produce the video for the PD program, as it is available to faculty and staff at
University X at no cost. The video recorder will be stationed in the training room and will not
require additional personnel to operate it.
Time resources. The SEPS program will require a commitment of two-days a week
during the spring/summer months, from the PLC, to develop and deliver the workshop, in the
first year of implementation. The first two weeks of the spring will be utilized to develop the
curriculum and the remaining weeks (two days during the week) in the spring/summer will be
utilized to deliver the program. At-promise students will be scheduled to attend one of the
two sessions offered during the week. A maximum of 25 at-promise students would be
invited to each session. Time resources for the AA program would be manageable as the
program would be delivered one-day a week during the spring/summer months, during the
first year of implementation. The PLC will need the first two weeks in the spring to develop
the curriculum for the AA program. The remaining weeks will be utilized to schedule the
one-day sessions. There will be no issues with the number of participants, as the program will
be delivered one-day a week throughout the spring/summer months, with a maximum of 25
team scheduled per session. The spring/summer months are slower in Academic Advising
making the program feasible. The program would also be offered in the first couple of weeks
of the fall semester for those students that could not attend during the summer months. This
program is feasible because Academic Advising experiences a slow period during the
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spring/summer months. For the faculty PD program, the scaffolding or untethered PD
curriculum development will take place weekly during the spring/summer during regular
hours. The PD program will commence during the fall semester in the first year of
implementation and during regular working hours. The Scaffolding session will be offered
two times a week and a schedule of sessions will be provided to the faculty. The untethered
option will be a recording of the first scaffolding session delivered on campus, that faculty
members will view at their own leisure. Both options will need to be completed by the end of
the fall semester.
Technology. No concerns regarding technology, as University X is well equipped and
the availability of audio-visual equipment is offered to faculty and staff at no cost. The
equipment will have to reserved in advanced to ensure that it is available when needed.
Academic Advising will share the software that is needed for the Program Advisors to take
notes after there sessions with students.
Advantages/disadvantages. The biggest advantage is that combining the three
solutions together would help improve three areas of concern rather than one. A potential
disadvantage is that some of the training staff will be involved in more than one training
initiative that will require more of their time, but certainly manageable.
After considering each of the solutions, it was decided that combining the three
solutions would be the best method. By joining the solutions into one, more aspects related to
improving the student experience can be incorporated and this will help change the current
state quicker. The next sub-section will introduce a Plan-Do-Study-Act Model that will
describe the four phases of the change process.
The plan-do-study-act model. The Plan-Do-Study-Act (PDSA) model for this
section comes from Deming (1986); Langley (1996) and is comprised of four phases that
identify specific aspects of the change process (Table 5.). This PDSA is another structural
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method of simplifying the complexity of the change initiative (Mambrol, 2016), beginning
with the change plan, followed by the implementation, measurements and the adoption of the
change. Each will be discussed in relation to University X.

Table 5
The PDSA Model
___________________________________________________________________________
Deming (1986) Original description
Langley (1996) How the PDSA cycle may be
of the method relating to manufacturing
adapted
___________________________________________________________________________
Plan Plan a change or test
Identify questions and predictions
Plan to carry out the cycle (who
carries out the change)
Do

Carry out the change or
test (preferably on a
small scale)

Study Examine the results
What did we learn?
What went wrong?

Execute the plan
Document the problems and
begin data analysis
Complete data analysis
Compare data to predictions
Summarize the learnings

Act

Adopt the change,
What are the changes need to be made?
abandon it or run
What will the next cycle entail?
through cycle again
___________________________________________________________________________
Note. Adapted from: Taylor, M.J. et al. (2014). Systematic review of the application of the
plan do— study—act method to improve quality in healthcare. BMJ Quality and Safety, 23,
290-298. Retrieved from https://qualitysafety.bmj.com/content/qhc/23/4/290.full.pdf
Plan. The plan is to improve the over-all first-year student experience at a medium
sized university. This is a priority because student retention needs to increase, and University
X reputation could be damaged. The processes being changed include the first-year atpromise student engagement, AA capacity building for PA’s and PD for faculty. The new
process will include students learning how to become more engaged with their postsecondary
experience, faculty receiving information on alternative methods of teaching and PA capacity
building on AA in order to better serve their respective students.
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Do. The new changes will be implemented through my efforts, along with the
Academic Advisors, the AVP, the Faculty of Education and the volunteer students from the
Student Success Centre on campus. The process will be communicated to all stakeholders.
More details about communication will be introduced in chapter three. If adjustments are
needed, they will be made to ensure the successful implementation of the solution.
Study. The implementation of the solution will be measured to determine its
effectiveness and success. The following measurement tools will be utilized to determine if
the solution is effective or if adjustments need to be made. For the SEPS program personal
development surveys will be administered by Academic Advising, to the SEPS participants,
so they can record their experiences with engaging in university. Other measures will include
a review of the student’s GPA’s at the half-way mark and at the end of each semester by the
respective PA to determine if the students are meeting their requirements. The PA’s will meet
with students that are having academic challenges. The retention numbers for the SEPS
participants will be examined each semester to determine persistence in university. The AA
training program will be measured by a personal development survey administered by
Academic Advising to the PA’s, and the PA’s, Department Head’s review of the satisfaction
survey that students complete after their advising appointments. Adjustments will be made if
PA’s need further training on aspects of AA or if the satisfaction surveys indicate negative
results. Academic Advising will reach out to the respective PA if further training is requested
by them. The PA’s, Department Head will arrange for more AA if the satisfaction surveys are
negative. The effectiveness of the PD program will be monitored by the personal
development surveys, that the Faculty of Education will Administer to PD program
recipients, the results of the student course evaluations and the NSSE Survey. The
Department Heads of each program area will monitor the results of the student course
evaluations, the results of the NSSE survey and work in conjunction with the Faculty of
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Education if faculty members require further PD. Additional PD, will also be provided for
faculty members request more training.
Act. During this phase the leaders must determine what to do next. If the changes
were successful than the leaders and the stakeholders must celebrate the success. If
adjustments are needed than this is another time to make them. Finally, the leaders must pave
the way for future change.
Three possible solutions for this OIP were presented, the SEPS, AA and the PD
program. Each of these endevours were discussed based on the human, financial, time and
technology resources. The advantages and disadvantages were also reviewed. It was decided
that each of the solutions could be successful on their own, but more of a positive impact on
student experience would occur if all three solutions were implemented. Therefore, the final
solution was to implement the SEPS, AA and PD program. The section ended with a PDSA
analysis of the solution.
Leadership Ethics and Organizational Changes
In any change initiative, leaders with good moral development would be expected to
make decisions that would serve others and not their personal interests (Northhouse, 2016).
Northhouse (2016) proposed five principles of ethical leadership and these principles will be
utilized to discuss the leadership approaches, ethical considerations and challenges within
University X for this OIP. According to Northouse (2016) the five principles that leaders
should uphold are respect, service to others, justice for all, honesty, and a builder of a
community. Each will be introduced below, followed by a discussion in relation to the OIP.
Respect. Respect is allowing others to present ideas and they are given consideration
by the leader. Respect also involves allowing team members to be who they want to be
creatively and encouraging them to contribute to the decision-making process. When
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individuals are given the opportunity to participate, they are more competent in their work
(Northhouse, 2016).
Service to others. Service to others involves being a steward and fostering a vision
that goes beyond oneself. Leaders that serve, see their personal interests as part of the larger
organizational goal. Like those that help others in need, leaders are responsible for attending
to others and making sure that their decisions will benefit them (Northouse, 2016).
Justice for all. Ethical Leaders make a point of treating everyone equally and fairness
is at the centre of all their decisions. Ethical leaders also ensure that no one receives special
treatment unless it is required. When making decisions about resources, rewards and
punishment leaders apply the rules in a fair and just manner (Northouse, 2016).
Honesty. Honesty is not about being truthful it involves being open and transparent
with others. Those that are dishonest are recognized as undependable and unreliable. At
times, ethical leaders are challenged by honesty, as they may not be able to share information.
Sharing that they cannot disclose certain is information is being honest (Northouse, 2016).
Builder of a community. An ethical leader must be a builder of a community by
considering the purposes of everyone in the organization and agree on a common goal
regarding the direction of the group. All decisions should be made based on what is the
common good of the collective (Northouse, 2016).
Transformational leaders exude ethical behaviour by creating a vision that is good,
moral and bound by ethical principals. Transformational leaders that have a vision, charisma
and the ability to empower can transfer their ethically behaviour to others and are better able
to translate their ethical conduct into action and persuade others to follow their vision
(Copeland, 2016).
With the expectation, that the solution will be implemented from a shared leadership
prospective, beginning with the VPA endorsing me as the change leader, it will be further
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expected that everyone will be given the opportunity to participate and have a voice in the
change process. The three proposed solutions, the SEPS, AA and PD training opportunities
are designed to serve others. Along with me, the Academic Advisors, the faculty from the
Faculty of Education and the students will be committed to providing a service that will
improve the overall student experience. We will proceed to make change as cultural brokers
(Casciaro, Edmonson and Jang, 2019) and share our knowledge with others within University
X. Justice for all and honesty are traits that will be part of the driving force for the proposed
solution and will be expected from the individuals that are involved in this change endeavour.
As mentioned earlier, the OIP is timely, as a new government funding structure is on the
horizon, that is attached to a set of criteria that must be met or the funding will be decreased
or cease to exist. I will be forthcoming with all the details related to the changes which will
create a level of confidence among the team members. As the changes move forward, I will
continue to be transparent about the direction of the OIP. As a transformational leader, I will
be a builder of a community of individuals that are committed to improving the student
experience.
The following are some of the potential ethical issues that may arise during the
implementation of the OIP. Faculty and staff may feel threatened by the fact that they must
attend the training and will have added responsibilities, which they will be accountable to.
There is the chance that faculty may not want to participate in the PD program. Program
Advisors may not want to participate in the AA session and students may not want to follow
through with the suggestions that were offered in the SEPS program. To intervene, the
change team, Departmental Heads and the I will have to refer to the urgent message that
outlines the current and the desired state. This will be backed by internal and external data
sources identifying low at-promise student success rates, the need to improve academic
advising and the importance of providing information on alternative teaching methods to
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faculty. The change team will also have to re-emphasize the shared leadership component
imbedded in the change initiatives, allowing the recipients to participate in the decisionmaking process. Faculty will have a choice on the method of training, PA’s will choose how
they incorporate AA and students will determine what aspects they use from the SEPS
program to engage themselves. The end goal of the change initiative is to build a community
that understands the need to make changes, with the intent of improving student experience.
In addition, the PA’s may be hesitant to record notes after their sessions with students for fear
of reprisal from students or their supervisor. It will be made clear that PA’s recorded notes of
their sessions with students will not be used for evaluation purposes. The PA’s are part of a
union and do not receive performance appraisals attached to their renumeration. It is also
important identify the potential for my biases to come forward during the implementation of
the solution, as I will be actively involved in the planning and delivery. To avoid potential
bias, in the decision-making process, I must maintain my transformational leadership
perspective by seeking to develop others and encourage them to share in the leadership. I
must also ensure that all decisions regarding the solution must derive from the group and not
exhibit confirmation bias or apply information that simply confirms my own beliefs on the
subject matter (Grohol, 2020). Understanding my potential biases will allow me to be an
effective transformational leader, as I participate in driving the needed changes forward.
Chapter Summary
Chapter two introduces the three leadership approaches that will be utilized
throughout the change process. The Transformational leader will introduce the current state
of student experience and provide a clear vision of the desired state and the need to empower
others to reach this goal. Transformational leadership will be undertaken to influence the
movement towards change and emphasize the need to serve others. Underlying both
approaches will be the guiding force of shared leadership and the importance of a
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collaborative approach to the planning and implementation of the changes. Kotter’s (1996)
Eight-Stage Process was selected as the framework for leading the change process because of
the importance of empowering others and establishing a guiding coalition of champions of
change. Initially, three possible solutions were presented in Chapter two and the
recommended fourth solution was to combine the three SEPS, AA and PD programs to make
more of an impact on improving the student experience. The chapter concluded with a
discussion on potential ethic concerns that may arise and how they will be dealt with.
Chapter three will introduce the change implementation plan, the change process and
evaluation, the plan to communicate the need for change and the change process, and the next
steps and future considerations.
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Chapter 3: Implementation, Evaluation and Communication
In chapter two, the solution for this OIP was determined along with the leadership
approaches, the framework for leading the change, a critical analysis of the organization and
the ethical considerations for leading the change process. The final chapter will outline the
implementation plan for the solution, the tools that will be utilized to monitor/evaluate its
effectiveness and the communication plan that will detail how the various steps of the
implementation plan will be communicated. This will be followed by next steps and future
considerations that will identify further opportunities to expand beyond this OIP.
Change Implementation Plan
University X is currently in a state in which one in five first-year students are not
satisfied with their post-secondary experience (Centre for Postsecondary Research, 2017) and
one in three students are not graduating within a six-year period (University X, 2019c). In
addition, the Provincial Government has mandated a 10% decrease in funding (Gee, 2019)
and stipulated criteria that must be adhered to in order to receive government funding
(Crawley, 2019). Some of the criteria are directly associated with student experience and
graduation rate. If University X does not address the student experience and the graduation
rate, future governmental funding will decrease. Currently, University X is strategizing to
address the mandated criteria set out by the Provincial Government.
The following will outline the implementation plan for the intended solution,
including the stakeholder’s reactions to the changes, the transition of solution and how
building momentum will be achieved.
Goals and priorities. The change plan fits into the overall organizational strategy
because, as mentioned earlier, the urgency to make changes related to student experience is
being mandated by the Provincial Government. Within five years, beginning in 2021, 65% of
University X’s government funding will be in jeopardy if changes are not made to the
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graduation rate, experiential learning, and student retention. The Change Implementation
Plan addresses these areas in the three components introduced in the proposed solution. The
SEPS program targets at-promise students that have traditionally not been successful and
leave university. The program is designed to prepare students to be emotionally engaged
academically and socially. The AA program will assist with providing more services to
students that are struggling, that need advice, want confirmation that they are on track
academically and/or require emotional support during stressful periods. The PD program will
provide faculty will alternative collaborative methods of teaching, aside from the lecture
style, that will help to engage students and make them excited about attending class. Each of
these proposed changes are intended to improve the student experience, increase student
retention and the enhance the overall reputation of University X.
Components of a good implementation plan. For change to occur and the
implementation plan to be successful the change plan must include:
Effective leadership. The leader must support the need for change, be able to explain
it to the stakeholders and be able to follow it through to completion (Gesme & Wiseman
,2010).
A shared vision. Creating a shared vision must involve input for mall stakeholders
and must be continually reinforced in order to change the organizational culture (Gesme &
Wiseman, 2010).
A readiness for change. The organization must be ready to move away from the
status quo to the desired state and be able to manage resistors by coordinating a guiding
coalition of change champions that will encourage others that changes are needed (Gesme &
Wiseman, 2010). All three criteria have been met, as discussed in chapter one.
The previous chapter outlined each of these areas and has paved the way for the
implementation phase that will describe how the stakeholders reaction to change will be
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understood, how individuals will be empowered to make change and outline how momentum
will be built through goal development to achieve the desired state.
Understanding stakeholder reactions. According to PMI (2012) “stakeholders are
individuals, groups, or organizations who may affect, be affected by, or perceive themselves
to be affected by a decision, activity, or outcome of a project, program, or portfolio” (p. 563).
Expanding on the definition of a stakeholder, in order to engage or empower a stakeholder we
must understand their stake in the change process. The stakes can be defined by:
-

Interest: Anyone that is affected by the decisions or outcomes of the changes (PMI,
2012).

-

Rights: A legal or moral right. Legal rights, that is bound by policy/law pertaining to a
country’s legal responsibility to act on behalf of the people of that country. A moral
right is related to social or environmental issues (PMI, 2012).

-

Ownership: The stakeholders right to earn their living from their knowledge,
intellectual ownership of an idea or they own assets/portions of the organization
(PMI, 2012).

-

Knowledge: Individual knowledge of the application of the changes that is important
to its success (PMI, 2012).

-

Contribution: Anyone’s contribution to the changes from a funding, human resources
or political influence within the organization or the wider community (PMI, 2012).
Each of the proposed changes will be affected by all five of the stakes above. Interest,

ownership, knowledge and contribution are expected and encouraged from University X
stakeholders (faculty, staff and students) because of the shared leadership prospective that
will be utilized throughout the change process. Those that have legitimate concerns will be
afforded the opportunity to voice those concerns. Without this opportunity key pieces of
information may be missed that could increase resistance to the changes. Involving others in
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the change process will assist with ensuring that key information does not go unheard. Rights,
as a stake, are one of the main reasons for the proposed changes. The funding cuts and the
mandate has positioned the Provincial Government as a major stakeholder in the OIP
initiative.
To better understand stakeholder reactions a Stakeholder Community Analysis was
conducted to prepare for possible negative reactions to the changes and how to engage each
stakeholder. The analysis identified five key aspects to determine the stakeholder’s reaction
to the changes. They included:
-

The level of impact and influence they had on the changes, high, medium or low.

-

What was important to the stakeholder as a result of the changes?

-

What the stakeholder contributed to the changes?

-

Whether or not the stakeholder had the ability to block the changes?

-

How would they be engaged to successfully continue with the process if they could
potentially block the changes?
The following chart is a summary to help better deal with stakeholder’s reactions (see

Appendix C.)
Personnel to engage/empower others to achieve envisioned future state. Cawsey’s
et al. (2016) Change Path Model will be utilized to understand the engagement/empowerment
of others and the potential adjustments that may need to be made at all levels. The chart
below identifies the four stages in the change path model, potential stakeholder reactions and
the adjustments that may need to be made (Table 6.). Cawsey’s et al. (2016) noted that even
though the change path model seems linear and suggests that sustainable change follows
through four stages, the opposite is often true. Unanticipated events can create a situation that
requires previous stages to be revisited. Not everyone reacts to change in the same way and
the leaders of this initiative must be prepared to make needed adjustments to accommodate
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resistance to the change. Communication at every stage of the process and stakeholder
involvement in the decision making can assist with decreasing the amount of resistance.
Table 6
The Change Path Model
Stage

Communication
During this stage the leader
is reviewing the internal and
external threats. Leader
announces that the
assistance of others will be
needed to make the changes

Adjustment
Awakening
University X makes changes
based on the Provincial
Government funding
mandate, NSSE survey
results, the six-year
graduation rate and student
retention
Mobilization
The leader announces that
Change readiness is
changes are needed, outlines reassessed and needed
the vision of change and
adjustments are made based
engages/empowers others to on stakeholders’ reactions to
become part of the change
avoid resistance to the need
process
for changes
Acceleration
The planning and
If the organization is moving
implementation. The leaders too fast and resistance still
and guiding coalition are
exist further adjustments
working through the
may need to be made to
changes
avoid additional resistance
to the changes
Institutionalization
Successfully moving into
Continue to review the
the desired state. Changes
changes to ensure
are becoming engrained into sustainability and make
the organizational culture.
further adjustments as
needed to set the stage for
future change
Note. Adapted from Cawsey, T. F., Deszca, G., & Ingols, C. (2016). Frameworks for leading
the process of organizational change: “How” to lead organizational change. Thousand
Oaks, CA: Sage Publications.
Awakening. During the awakening period the I will create a sense of urgency through
a townhall presentation to faculty and staff, outlining the current situation of University X. I
will emphasize that the University X administration is very concerned about the provincial
cutbacks, the new government mandate, the NSSE results and the low six-year graduation
rate.
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Mobilization. During the mobilization phase the I will announce how the envisioned
state to improve the student retention, the graduation rate and how an improved student
experience will be achieved. As the transformational leader I will outline a plan to engage
and empower others to assist with attaining the desired state.
Acceleration. The acceleration stage will be characterized by the development of a
guiding coalition of champions of change that are part of the decision- making process for the
proposed solution. I will emulate a shared leadership approach and empower the faculty, staff
and student trainers to decide how they want to implement the solution. In addition, the
recipients of the training will be encouraged to decide how they want to incorporate the new
changes.
Institutionalization. The short wins are celebrated to keep the changes moving
forward emphasizing the great work of the training teams. In the final stage,
institutionalization, the changes that were made by University X are moving towards a
successfully completion and becoming engrained in the organizational culture. The changes
are continually monitored to ensure that they are sustainable. Short wins and major
milestones are recognized. The stage is set for future change.
Since the decision was to incorporate all three of the proposed solutions, to improve more
aspects of student experience, the three previous solutions will now be referred to as three
components of one solution. The following chart summarizes the solution, the three
components and what the components entail (Table 7.). More details for each component are
provided below the chart. The chart is divided into two sections, the Change Action which
describes what the change initiative will be. The Change Activity outlines how the change
will be accomplished will be accomplished. The chart provides a visual perspective of the
entire solution and summarizes the key elements of each of the components. This is followed
with more details related to each component.
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Table 7
Summary of the Solution
___________________________________________________________________________
Change Action
Change Activity
___________________________________________________________________________
Component 1 Develop a program that engages
First-year at-promise students

One day workshop that is
mandatory for first year
at-promise students designed to
create an emotional attachment to
postsecondary education

Component 2 Provide capacity building on appreciative
Advising (AA)

Academic Advising will
train two individuals from each
department on appreciative
advising during a one-day
workshop

Component 3 Develop a professional
development program for faculty (PD)

faculty will have a choice of
scaffolding (coaching) or
untethered (video, online or
recorded sessions) on effective
teaching methods.

According to Rhodes (2011) the way in which you organize an institution’s strategic
objectives, or the solution in the case of this OIP, depends on the structure you utilize to
achieve the objectives. As with the proposed solutions, previously introduced in chapter two,
Bolman’s and Deal’s (2018) four frames will again be evident in the implementation plan for
the solution. As a transformational leader, the authority to envision the implementation of the
solution resides with me. The implementation plan is also very goal oriented and has a
sequence of events/activities and is representative of Bolman’s and Deals (2008) structural,
political and symbolic frames. The human resources aspect is realized through the
empowerment of others, including the PLC’s and other personnel that are required to
implement the change initiatives (Bolman & Deal, 2008). As mentioned earlier, the shared
leadership aspect will be represented through the guiding coalition of PLC’s and other
personnel who make the decisions surrounding the content and delivery of the components.
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The shared leadership aspect of the implementation plan will coincide with Bolman and
Deal’s (2008) human resources and political frames which emphasize empowerment of
others and builders of coalitions.
Component one: Develop a program that engages first-year at-promise students.
All incoming first-year students that are considered at-promise (high school averages are one
to three percent higher than admission requirements for the their university program) would
be notified in their program offer letter that they are required to attend a mandatory Student
Engagement for Postsecondary Success (SEPS) workshop, conducted by Academic Advising,
in the spring/summer prior to the commencement of first-year. It would be mandatory for
first-year at-promise students, because as discussed earlier, at-promise students are the least
likely to complete university. The SEPS program would be designed to create an emotional
attachment to postsecondary education. Topics would include sessions on individual
behaviour, emotional engagement to one’s academic endeavours, student development theory
and social development.
Human resources. A PLC will be established, comprised of me, the other Academic
Advisors and upper year student volunteers from the Student Success Centre on campus. The
students will share their experiences at University X. The PLC will develop and deliver the
curriculum for the SEPS program because the members of the PLC have been previously
trained and use the SEPS program information during their meetings with students at
University X. Human resources also include the at-promise students that will be required to
attend the SEPS program.
Time resources. A time commitment of two-days per week in the spring/summer of
the first year of implementation will be required for the PLC to develop the curriculum and
deliver the SEPS program. The first two weeks of the spring will be utilized to develop the
curriculum and the remaining weeks in the spring/summer will be needed to deliver the
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program. The SEPS program will be offered two-days a week during the remaining weeks in
the spring/summer months. At-promise students will be scheduled to attend the SEPS
program for one of the two sessions offered each week. A maximum of 25 at-promise
students will be scheduled for each session. The Academic Advising Centre has less traffic
during the spring/summer months making this program feasible.
There will be no technical concerns, as University X is fully equipped, or financial
issues because there will be no cost for the human resource adjustments utilized in this
solution.
Financial resources. The SEPS program will be planned and conducted during
regular working hours; therefore, there will be no additional wages required to plan and
implement the changes. Replacement staff will not be needed when team members are absent
due to the training and their participation will be considered the same as if they involved in
any training event. All costs for stationary that is needed for the SEPS, program will be
assumed by the Academic Advising Department. There will be no cost for audio-visual
equipment, that may be required, and faculty and staff reserve the equipment at any time.
Potential implementation issues. Not all students may be able to attend the workshop.
Alternate dates will be offered during the first two weeks of the fall semester to ensure that
all at-promise students have had an opportunity to take the program.
Limitations. Every intention will be made to ensure that there is continuity in the
delivery of the SEPS program; however, some instructors may have a more polished
approach. The SEPS program will provide general information to help students be successful
in university, but some students may need additional assistance with adjusting to
postsecondary education.
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Component two: Capacity building on AA for Program Advisors. The
implementation of the Appreciative Advising program (AA) will follow a similar plan as the
SEPS program and be delivered at the Departmental level.
Human resources. Like the SEPS program, the AA program will include a PLC
comprised of me, the other Academic Advisors from the Academic Advising Centre and
upper year student volunteers from the Student Success Centre on campus. The students will
share their experiences with academic advising at University X. The Academic Advisors
have had received previous training in AA and utilize the training information when meeting
with students. The PLC will develop and deliver the AA Program. Since there are
approximately 150 programs on campus the AA initiative could involve approximate 300
Program Advisors (PA) that would be apart of the capacity building opportunity. Most of the
PA’s already exist and advise students but have not been properly trained. Individuals that
assume the role of PA in each department will be invited to the AA program. The AA
program will be supported by the PA’s because they are aware that they need training. The
Department Heads for each area will be needed to make staffing adjustments in their program
areas, to cover for those that are involved in the AA program while they are absent.
Time resources. The program will be delivered on-day a week during the
spring/summer months during the first year of implementation. The PLC will require the first
two weeks of the spring to develop the curriculum and the remaining weeks will be utilized to
deliver the program. There will be no issues with the number of participants in each session
because the program will be offered one-day a week and will have a maximum of 25 PA’s in
will be scheduled for each session. This program is feasible because the spring/summer
months are slower in Academic Advising.
Financial resources. There will be no financial concerns because the AA program
will be conducted during regular working hours and there will be no additional wages
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required for the PA’s or the PLC involved in the capacity building program. Replacement
staff will not be needed when team members are absent due to the training and their
participation will be considered the same as if they involved in any training event. All costs
for stationary that is needed for the AA, program will be assumed by the Academic Advising
Department. There will be no cost for audio-visual equipment, that may be required, and
faculty and staff reserve the equipment at any time.
Potential implementation issues. Not all PA’s may be able to attend the workshop;
therefore, alternative dates may need to be scheduled. Information regarding additional
workshop dates will be made available for those unable to attend the scheduled workshop
Limitations. Every intention will be made to ensure that there is continuity in the
delivery of the AA training program; however, some instructors may have a more polished
approach. The AA training program will provide general information to help PA’s enhance
their advising skills, but some may need further training.
Component three: A PD program for faculty. The intention of this solution is to
provide alternative teaching methods to be utilized in the classroom. As mentioned before,
many faculty members are not trained as teachers and this presents challenges in the
classroom. To implement this professional development program (PD) faculty will choose
Scaffolding or Untethered, or both. The following describes how each of these PD methods
will be implemented. faculty members that are participants of the PD program will have the
option of choosing either Scaffolding, Untethered, or both as a training method. Scaffolding
is an in-class method that introduces and demonstrates alternative teaching methods that
could be used in the classroom. The Untethered option provides faculty with video recorded
teaching sessions demonstrating alternative teaching methods and options that can be used in
the classroom. The video recordings will be developed by the PLC from the Faculty of
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Education prior to the program commencement. The video recordings will be filmed during
the first Scaffolding session for the PD program and used for the Untethered option.
Human resources. Faculty members from the Faculty of Education, along with me
and upper year students from the Student Success Centre on campus will form a PLC that
will develop the scaffolding/untethered curriculum and deliver the PD program. The student
volunteers will share their classroom experiences. The PD program will begin as a pilot
project and include faculty from both the Psychology and Communication, Media and Film
Departments because they are favourable towards PD and will be champions of change for
future faculty involvement. If there is faculty resistance to the PD program, I will reiterate the
sense of urgency for change by referring to results of the NSSE, student course evaluations
and re-emphasizing the need to provide alternative methods of teaching in the classroom. I
will also work with the Departments heads of the two departments in the pilot project to
encourage full participation.
Time resources. The PLC will meet weekly throughout the spring/summer months in
the first-year implementation to develop the curriculum. The intention would be to complete
the pilot project during the fall semester of the first year of implementation. The Scaffolding
sessions would take place two days per week during this period and schedule of the sessions
will be forwarded to the faculty members involved in the pilot project. The untethered option
will be at the discretion of the faculty members in the two departments but must be completed
by the end of the fall semester. There will be no technological issues, as University X is fully
equipped. This program training component for this initiative is possible because it is less
busy during the spring/summer months at University X.
Financial resources. There will be no financial concerns because the PD program
will be conducted during regular working hours and there will be no additional wages
required for the PLC involved in the PD program. Replacement staff will not be needed when
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team members are absent due to the training and their participation will be considered the
same as if they involved in any training event. All costs for stationary that is needed for the
PD, program will be assumed by the Academic Advising Department. There will be no fees
for equipment to produce the video for the PD program, as it is available to faculty and staff
at University X at no cost. The video recorder will be stationed in the training room and will
not require additional personnel to operate it.
Potential implementation issues. Some faculty members may be limited to the
untethered method because of availability. The video will be made available for those faculty
members who not able to attend the scaffolding sessions.
Limitations. The PD program for this OIP is a pilot project involving two
departments. It will take three years to deliver the program to all the faculty. Below is a chart
outlining the Change Implementation Plan (Table 8.).
For the purposes of the chart below, the Change Implementation Plan will follow a
May to May calendar year.
Table 8
Change Implementation Plan
Component
Component
One: Develop
a Program
that Engages
First-Year Atpromise
Students
Component
Two: Provide
capacity
Building on
AA for PA’s

Component
Three: A PD

First Year of
Implementation
PLC curriculum
development for the
SEPS program will
take place in the
spring. The SEPS
program will occur in
the spring/summer.
PLC curriculum
development will take
place in the spring.
The selected staff will
receive their AA
training during the
spring/summer.
PLC curriculum
development will take

Second year of
Implementation
The SEPS program
will be offered again
to new incoming atpromise students.

Third year of
Implementation
The SEPS program will
be offered again to new
incoming at-promise
students.

Any new staff
requiring AA capacity
building will receive
their training during
the summer.

Any new staff requiring
AA capacity building
will receive their
training during the
summer.

The success of the PD
program will be

Further success of the
PD program will be
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Program for
faculty

place in the
spring/summer. A
pilot project involving
faculty members from
Psychology and
Communication
Media and Film will
participate in the PD
program in the fall.
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communicated to other
departments and
champions of change
will help encourage
other departments to
participate in the PD
program. Half of the
remaining departments
will commence PD
training during the
fall.

communicated by an
increasing number of
champions of change.
The remaining half of
the departments will
receive the PD program
during the fall.

Building momentum. The following chart will describe the short, medium and longterm-goals for improving the student experience and retention. Each of the goal levels below
will be utilized to celebrate short wins as the OIP progresses. As one goal level is achieved
communicating the short wins will provide motivation to move onto the next level (Table 9.).
Short-term goals. For component one, the short -term goal would be to attain all the
information for incoming first-year students that are considered at-promise prior to the SEPS
program. The student information would be provided by the Registrar. The short-term goal
for the AA program would be to introduce the program to all departments so that they are
aware that the program will be commencing and representatives from each department will
be participating in the training. The short-term goal for the PD program would be to invite
two departments to participate in the pilot project that would be favourable towards the
initiative and become champions of change to help encourage future participation from other
areas (Table 9.).
Medium-term goals. The mid-term goals for the SEPS program would include
notifying the at-promise students that they are required to participate in the workshop
designed to encourage emotional engagement in their studies. This information would be
provided on their offer letter to their respective programs. The mid-term goal for the AA
program would be to identify two team members from each department that would attend the
training and enroll them into the session. The mid-term goal for the PD program would be to
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have all the faculty members from the two program areas participate in the training and share
their positive experiences with other faculty (Table 9.).
Long-term goals. The long-term goals for the SEPS program would be to observe
academic improvement in the at-promise students throughout the first year and verify the
SEPS program contributed to that success. The long-term goals for the AA program would be
to have all the Departments offering AA to their students and that students are happy with
their PA’s services. The long-term goal for the PD program would be to have all faculty
members participate in the PD program and learn about alternative teaching methods for the
classroom (Table 9.). Below is a chart that summarizes the short, medium-and-long term
goals. Building momentum is imperative to ensure the completion of the change process.
Table 9
Short, Medium-and Long-term Goals for the proposed Solution

Component
One:
Engage
first-year atpromise
students
Component
Two:
Training in
AA
Component
Three PD
program for
faculty

Short-term
Identify the students
that are at-promise
coming from high
school

Introduce AA training
to all departments

Introduce the PD
program to two
program areas that are
favourable towards PD
opportunities

Medium-term
Notify the atpromise students
that they will be
participating in the
SEPS session being
offered
Enroll two PA’s
from each
department in the
AA training
All faculty members
from the two
program areas
participate in the PD
program

Long-term Goals
At-promise student
academic
improvement through
involvement with
SEPS program
All the Departments
offer AA to students.
Students are happy
with their services.
Have all faculty
members participate
in the PD program
and learn about
alternative teaching
methods for the
classroom

Engaging first-year, at-promise students, is one method of improving their student
experience, increasing retention and improving the six-year graduation rate. Providing tools
that students can use to be successful in university increases the chances that students will
have a good student experience. Providing professional development opportunities for
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faculty, related to teaching, will also improve the student experience, as students will become
more engaged if interactive alternatives to lecturing are incorporated in the classroom.
Finally, training in appreciative advising will improve the relationships among students and
key individuals within the departments because they will be working closely with them to
ensure that they successfully complete their programs. The next section will identify how the
change monitoring and evaluation process will be conducted. Successful change involves
monitoring and evaluating that the intended initiatives are fully implemented.
Change Process Monitoring and Evaluation
This section will introduce a tool that will be utilized to monitor/evaluate the solution
and will also discuss the measures that will be instituted to monitor/evaluate the success of
each of the components in this OIP. Ensuring that a tool is in place to measure the
effectiveness of the changes is an important aspect of any plan and provides evidence that the
initiatives were successful or that they need adjustments to be sustainable.
Horlick’s (2016) suggested that a measurement tool must be able to assess individual
and organizational progress. The following are the components that a monitoring and
evaluation tool must include:
A definition of the transition. What are the tasks that team members will be
required to do different in their daily work activities? Once the tasks have been identified,
measuring the progress of these tasks is possible (Horlick, 2016).
A measurement tool for individual progress. Horlick (2016) suggested that for
change to be successfully monitored and evaluated, team members must be aware of the
needed change, be willing to support the change, have the knowledge on what to change and
can implement and reinforce the change.

UNIVERSITY STUDENT EXPERIENCE

88

A measurement tool for cumulative progress. The change monitoring and
evaluation tools must be able to measure how quickly the changes are adopted, how many
team members are using the changes and how proficient they are (Horlick, 2016).
According to Eckel et al. (1999) the goal of any change is improvement. Evidence of
improvement should answer three questions:
-

What was the amount of improvement that was made?

-

What created the improvements?

-

What were the intended/unintended consequences of the changes?
Transformational leaders are capable of leading change with the above in mind and

must be prepared to monitor and evaluate the changes at all levels of the process (Alexander,
2015). Alexander (2015) further suggested that transformational leaders “should strive to
successfully identify, effectively manage, accurately measure, closely monitor and clearly
communicate changes and change management strategies” (para. 11), at all levels of the
change process. As the transformational leader of this OIP I will emulate each of these skills.
As mentioned earlier, the solution will be delivered from a shared leadership perspective. The
recipients will be a part of a collaborative effort and will decide the capacity in which they
incorporate the solution.
According to Laue & Mendling (2010) a well-structured evaluation tool increases the
chances of creating effective change; therefore, the following framework and the
comprehensive details will be presented as the tool to monitor and evaluate the solution of
this OIP. The solution presented in this OIP will be monitored and evaluated utilizing Eckel’s
et al. (1999) General Framework for Determining Evidence (GFDE). The GFDE is another
example of how the monitoring and evaluation of the solution will be structured. It provides a
simple method to reduce the complexity of the process and measure the effectiveness of the
solution. As part to of the vision and through my authority I will determine how the solution
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will be monitored. This aligns with Bolman and Deal’s (2008) political and symbolic frames.
The structural and human resources factors are realized, respectively, through the
measurement tool, which is goal oriented, that will be put into place for team members and
students to evaluate and help enhance their skill development. The skill development of team
members and students is an aspect of shared leadership and is represented by Bolman and
Deal’s (2008) human resource frame. Team members and students will decide what level of
skill development they want to achieve. Eckel et al. (1999) suggested that leaders of change:
-

Must understand the degree to which their efforts are in-line with the goals.

-

Identify if the change efforts are moving forward, or are they being stalled.

-

Differentiate between what changes were successful, or not, and why.

-

Focus on the outcomes of the changes both positive and negative.
Eckel’s et al. (1999) GFDE is comprised of six measures that are utilized to evaluate

implemented changes. Each of the six measurement indicators are evaluated based on their
progress, the success of the strategies and the results. The solution presented in this OIP will
utilize the GFDE to track the progress of each component (Table 10.). The questions in each
of the three columns are related to various activities that take place during the change
process. They will assist with understanding the effect the changes have had on the
organization and identify if there are any implications related to the initiatives that may
require adjustments. The framework also helps to better understand how the organization
functioned before the changes and how the previous practices were affected.
Table 10
General Framework for Determining Evidence
General Framework for Determining Evidence
Progress
Success of Strategies
Activities

What activities are
different?

Results

What strategies helped change What are the results
activities?
of these changes?
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Outcomes

Processes

What changes have
occurred in select
areas (e.g., retention,
graduation rates,
learning outcomes,
student attitudes)?
What processes are
different?

Structures

In what ways have
defined roles,
relationships, or
institutional
structures changed?

Experiences

In what ways has the
institutional climate
changed?

Language
and
Symbols

In what ways has the
language about the
topic of the initiative
changed?
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What strategies led to changes What effect have the
in the key outcomes?
changed outcomes
created?

What strategies were effective What are the
in altering the processes?
consequences of
these changed
processes? Which
were intentional and
unintentional?
What strategies were used
What are the effects
successfully to bring this
and implications of
about?
these changes for
daily work and longterm institutional
health?
Through what strategies was
What are the effects
climate changed?
of the new climate
on faculty, students,
staff, and
administrators? On
external
constituencies?
What strategies worked and
What are the
did not work to change
implications of these
language?
changes?

Note: Adapted from: Eckel, P., Green, M., Hill, B. & Mallon, W. (1999). On Change III:
Taking Charge of Change: A Primer for Colleges and Universities. Washington, DC:
American Council on Education. p. 52.
The proposed solution for the OIP was to combine the SEP, AA and PD program.
Below is description of how the three components will be monitored and evaluated.
Component one: Develop a program that engages first-year at-promise students.
All at-promise students must attend the SEPS program offered in the summer of the first year
of implementation. The activity progress and outcomes of the SEPS program will be
measured by a survey that is given to students. This survey will be administered by Academic
Advising at the end of both semesters of first year. The student surveys will be reviewed by
Academic Advising to determine the success of the SEPS program. Academic Advising will
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forward any students indicating that they have academic concerns to the respective PA. At
the half-way mark of each semester the PA’s will also request that faculty, from their
program areas, inform them of students that are experiencing academic challenges. The PA’s
will meet with the students and offer interventions. In addition, the students Grade Point
Averages (GPA) will be generated from the information system at the end of each semester,
by the PA’s, to identify if the students that participated in the SEPS program are meeting the
required GPA’s in their respective programs. Students that are experiencing challenges will
meet with the PA’s and develop an academic plan to help the them improve. This SEPS
program will form the new structural and experience components outlined in the GFDE, as
the formal assistance was not previously in place across the campus. The success of the SEPS
program should improve student retention. The successful implementation of the SEPS
program will be added to University X’s language, as new program, and will be known as an
initiative that was designed to help improve the experience of at-promise students in
University X. It will also be recognized as a method of increasing student retention. The
SEPS program will be offered each academic year.
Component two: Provide capacity building on AA for PA’s. The activities,
processes and outcomes of the AA will be based on the AA training and the improved student
academic advising experience. From a structural and experiential perspective, the following
monitoring and evaluation methods will occur. An existing software program, that is
currently being utilized by Academic Advising, will be shared with the PA’s so that they can
record their interactions with students and administer a satisfaction survey to each student
after their appointment. The students will respond to questions related to their experience
during their AA sessions. Academic Advising will provide the PA’s with access to the survey
results, so that they can review them weekly. Each semester during the first year of
implementation, the PA’s will complete a survey to evaluate their own personal AA
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development. The language surrounding AA will be positive as students recognize that they
have access to individuals that want to help them to succeed in their university education.
Component three: A PD Program for faculty. The Professional Development (PD)
program is designed to improve the teaching methods of professors, as many have not had
formal training on how to teach students at the post-secondary level. Many of the professors
have received their positions based on their academic accomplishments and not their teacher
training. The activities, progress and outcomes for this program will include information on
alternative teaching methods and the introduction of a variety of teaching techniques. As
mentioned earlier, students would like to be involved in collaborative teaching, group work,
dialogue, experiential activities, the curriculum design and alternative methods for student
evaluation. The structure and experiences for the professors and students will positively
change because alternative teaching methods will be introduced in the classroom. The
language will be more positive, as students recognize that their professors are practicing
student centred teaching. To monitor and evaluate the PD program three methods will be
utilized. First, faculty members will complete a survey at the end of each semester to evaluate
their own personal development with the alternative teaching methods. The results will be
forwarded to the two Department Heads involved in the pilot project to be reviewed. This
will help to determine if alternative teaching methods are being used in the classroom.
Secondly, the Department Heads in the pilot project will review the results of student course
evaluations during the first year of implementation and compare them to previous
semesters/years to determine if there were any improvements in teaching. The NSSE survey
will also be utilized as a measuring tool because information regarding professors and
teaching are incorporated in the survey. This will take place in the third year of
implementation because the NSSE survey is administered every three years. The results will
be compared to previous NSSE surveys to determine if there were improvements in the
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teaching area. The following is a chart of the timelines for the monitoring an evaluation of
the three components (Table 11.).
Table 11
Monitoring and Evaluation of the Components
Components

Monitoring and Evaluation
Methods

Component One -SEPS Program

Academic Advising will
review results of a survey
given to students regarding
the SEPS program and will
forward students having
academic challenges to
PA’s. PA’s will review the
student’s marks and
intervene if need be. PA’s
will review the student’s
GPA’s and intervene if need
be.
PA’s will review the student
satisfaction surveys. PA’s
will complete a survey
training on their own
personal development.

Component Two-AA Program

Component Three-PD program

Timeline
(First year of
Implementation)
Academic Advising will
review the SEPS surveys
at the end of each
semester. PA’s will
review student marks at
half-way through each
semester and their
GPA’s at the end of each
semester.

PA’s will review student
surveys weekly. PA’s
will complete personal
development survey at
the end of each
semester.
Department Heads will
faculty surveys will be
review results from a survey completed and reviewed
given to faculty regarding
each semester. Student
their use of new teaching
evaluations will be
methods. Department Heads compared from previous
will review student course
semesters/years and the
evaluations and the NSSE
results of the NSSE
survey results.
survey will be compared
to previous years.
(survey administered
every three years).

According to Fullan (1982), for change to be successful the first step would be to
initiate the change that is desired. The next step would be to identify individuals that can put
the change initiatives into practice and implement it. The final step would be to ensure that
the changes are adopted by the team members and that it becomes institutionalized.
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Erdogan (2012) identified five key variables that must be achieved for change
initiatives to be institutionalized and sustainable.
-

The employees must be committed and motivated to the change.

-

The leadership must be supportive of the initiatives.

-

The infrastructure and resources must be in place to support the change.

-

There must be regular professional development to ensure that everyone is trained to
implement the changes.

-

A previous history with successful change to ensure that future change is successful.
The transformational leader for this OIP, through a shared leadership approach, is

prepared and capable of ensuring that the steps identified by Fullan (1982) and suggested by
Erdogan (2012) are incorporated, so that the proposed changes are institutionalized and
engrained in the organizational culture.
Eckel’s et al. (1999) framework will provided a method that will be utilized to
monitor and evaluate the implemented changes. The monitoring and evaluation plan will
provide information at all stages of the process, so that the changes become institutionalized.
The next section will outline the Plan to Communicate the Need for This will be followed by
Next Steps and Future Considerations.
Plan to Communicate the Need for Change and the Change Process
All communication should be structured for the receiver and less time should be spent
on what we want to say and more time on what others want to hear (Ropella, 2013). Keeping
this in mind the following are considerations when developing a communication plan. All
leaders should be aware that good communication is the key to implementing and sustaining
organizational change. Good communication should include what the change involves, the
reasons for the change and what are the timelines and expected results (Hasanaj & Manxhari,
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2017). Effective communication should also identify who is affected by the change, how they
are affected and what is expected of the employees (Hasanaj & Manxhari, 2017).
In the initial stages of the change process there may be resistance from employees;
therefore, effective communication regarding why the change is needed and what will happen
is crucial to help to decrease the resistance to the change (Klein, 1996). If the change
communication is initially delivered by written communication it should be followed by faceto-face communication to ensure that there is an opportunity to provide clear answers to
questions from the stakeholders (Klein, 1996).
According to Hasanaj and Manxhari (2017) during the implementation stage of
organizational change employee leaders should communicate and provide:
-

a detailed account and accurate information about how staff members, that are
involved in the change, will be affected.

-

what the staff roles will be during the change process and if their roles will change
along with potential new responsibilities.

-

an opportunity to clarify any misinformation that may have filtered through the
organization.

-

an opportunity to respond to employees’ questions and concerns regarding the change
and the process.
The following communication plan will incorporate the suggestions of Hasanaj &

Manxhari (2017) to ensure that information flows throughout the change process, to avoid
resistance, and move the changes forward to institutionalization. The solution that was chosen
to lead the changes within University X is comprised of components one through three.
Below is the plan that will outline how these proposed changes will be communicated.
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Again, as part of the vision for change, the communication plan for this OIP will be
delivered by me, as the transformational leader. It is structurally designed with a detailed
course of action for each component of the solution with regard to the change initiative, the
communication objective, the responsibilities for the communication, how the
communication will be channeled, the timing and frequency of the communication and the
expected short-term wins. The communication plan is aligned with Bolman and Deal’s
(2008) structural and symbolic frames, as it is associated with the communication of the
organizational goals and the vision for change. The human resources and political frames
identified by Bolman and Deal (2008) are evident in the short wins indicated in the
communication plan, as team members will be empowered to institute the change at the level
they are comfortable with and have the potential for further capacity building if needed.
Team members will also be part of a coalition of champions, for future change, by sharing
their positive experiences with others. The shared leadership aspect of the communication
plan will be realized in the human resources and political frames, as empowered team
members will be sharing their positive experiences.
As mentioned earlier, the planning for the change was developed in chapters one and
two; therefore, the communication plan will identify what needs to be communicated, who is
responsible for the communication, when the communication will occur and how it will be
evaluated (see Appendix D). The following sections will provide more details of the
communication plan for the components proposed for the OIP.
Preceding the components with VPA and me. Three months prior to the
commencement of the proposed solution, at a townhall meeting with faculty and staff, the
VPA will introduce me as the change leader and I will outline the vision for change. As the
transformational leader I will create a sense of urgency by sharing information from a variety
of sources including the NSSE survey referencing faculty teaching and academic advising,
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the student course evaluations of professors, the six-year graduation rate and the government
mandates stressing the need and urgency for change. Included in my message will be a
crucial item that ties the student experience and retention issues together, the 10% reduction
in government funding that could affect student experience and the government mandate
involving the ten criteria that University X will be measured by to receive future funding.
Two of the criteria are related to student experience, experiential learning and the graduation
rate. Both of which University X can improve upon. I will also emphasize that the changes
and decisions will not be made from a top-down perspective, but through a shared leadership
environment consisting of a guiding coalition of champions of change. This will be
recognized as a win because there will be more freedom to make decisions. The message will
re-emphasize that the proposed solution is intended to improve the student experience. In
addition, I will be responsible for announcing short-term wins throughout the change process
(see Appendix D.).
Component one: Notification of the SEPS Program and curriculum
development. The Academic Advising Coordinator will introduce the SEPS program
curriculum development project to the PLC during a bi-weekly meeting in the spring before
the first year of implementation. The curriculum development will take place during the first
two weeks of spring and be in place to deliver the SEPS to the students during the remainder
of the spring and in the summer, in the first year of implementation. I will announce the
completion of the SEPS curriculum development, as a short win, during a faculty/staff
meeting, once the PLC have completed the SEPS curriculum development. This will be
followed up by an email announcement to set the stage for the SEPS program (see Appendix
D.).
Component one: Students involved in the SEPS program. The invitation to the
mandatory SEPS program will be outlined in a message on the student’s program offer letter
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that will be emailed and mailed out by the Registrar in the spring. The SEPS program will
commence in the spring/summer of the first year of implementation. The objective of the
SEPS program is to have all the at-promise students participate. Short-term wins and
successes will be celebrated through a personal development survey that the students will
receive, at the end of each of semester, in their first year, asking if the training they received
had an impact on their academic and non-academic endeavours. A positive response is
expected. PA’s will conduct a review of students marks half-way through each semester and
the student’s GPA’s, at the end of each semester. This will be utilized to determine if they are
meeting their requirements. The expectation is that the students will be meeting or exceeding
the required GPA. The success of the program will also be measured by first-year student
retention. Upon the completion of the SEPS program, I will announce the completion at a
meeting in the Faculties the SEPS students are enrolled in and follow up with an email
announcement, as well. I will also announce by email the short wins each semester, once the
results of the student’s GPA’s, professional development surveys and retention numbers are
received.
Component two: Curriculum development for PA’s. I will inform the Academic
Advisors at a biweekly meeting that they will be conducting an AA training session for
program advisors. This message will be delivered in spring of the first year of
implementation. Curriculum development by the Academic Advisors will commence in first
two weeks of springs and the AA training will occur during the remainder of the spring and
throughout the summer of the first year of implementation. Upon the completion of the AA
curriculum development, I will announce this short win at faculty meetings that the
curriculum development is finalized. This will be followed by an email announcement. This
short-term win will set the stage for the AA capacity building.
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Component two: AA capacity building for PA’s. The Department Heads of the
program areas will formally introduce the AA training and outline the details to the selected
staff members at a staff meeting in spring of the first year of implementation. The AA
capacity building will take place in the spring/summer. Upon the completion of the AA
capacity building, I will announce at faculty meeting the successful completion of the PA
capacity building program. This will be followed up with an email announcement, as well.
The messages will emphasize the short win that there will be more trained advisors to assist
students. The benefits of the training will be realized through expected positive results of the
personal development surveys completed by the PA’s, regarding their use of AA, expected
positive satisfaction surveys from students (to be reviewed by the respective Department
Heads) and having more advisors. This information will be shared at future faculty/staff
meetings by those that received the training.
Component three: PD curriculum development the Faculty of Education. The
Department Head of the Faculty of Education will conduct an in-person meeting with the
selected faculty members for the PLC in the spring of the first year of implementation. The
Department Head will inform the PLC that they have been asked to develop the curriculum
for the PD program. The curriculum development will take place during the spring/summer
of the first year of implementation. Upon the completion of the PD curriculum development,
I will announce the short win at a faculty meeting in Psychology and Communication, Media
and Film. This will be followed up by an email the to set the stage for the PD program.
Component Three: PD program for faculty. The Department Heads of the
Psychology and Communication Media and Film programs will introduce the PD program
during a faculty meeting in the spring/summer of the first year of implementation. The
program will commence in the fall of the first year of implementation. The remaining faculty
from other Departments will receive the training beginning the fall of the second and third
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year of implementation. Upon completion of the PD program, I will make an announcement
at a faculty meeting in Psychology and Communication, media and Film. This will be
followed up by an email. Short-term wins and successes will be realized through the expected
positive results from a personal development survey that will be completed by faculty
members each semester regarding the use of the new teaching methods. I will also announce
to faculty the expected positive results from the student course evaluations and the NSSE
survey, once they are received. In addition, faculty from Psychology and Communication,
Media and Film will be champions of change and share their expected positive experiences at
faculty meetings to encourage others to participate in the PD program over the next two
years.
According to Hasanaj and Manxhari (2017), “communication is an important tool
constructing common understanding of the organization’s goals and direction” (p. 16). In
addition, all communication should align with the various stages of the change process and
provide appropriate information related to the current stage (Klein, 1996). If this does not
take place, then there could be a communication breakdown and resistance to the change
could occur. This section of the OIP introduced the communication plan related to the
initiatives and provided key detailed information about the change process that will be
relayed to the University X community. It is important that the lines of communication are
kept open at all time to gain trust, reduce uncertainty and decrease resistance.
Chapter Summary
The final chapter was dedicated to the change implementation plan, the monitoring
and evaluation of the changes and the plan to communicate the need for change. Each of the
three change initiatives (the SEPS, AA and PD programs) were introduced with a plan of how
the change was going to be implemented, along with the required resources, potential
implementation issues and limitations. Tools and methods of monitoring and evaluating the

UNIVERSITY STUDENT EXPERIENCE

101

change initiative were also introduced to assist with identifying the need for adjustments and
to ensure the sustainability of the changes. The chapter ends with a comprehensive plan
outlining how the changes will be communicated, beginning with the transformational leader
creating a sense of urgency and outlining the vision for an improved student experience. The
communication plan identified the communication initiatives, the communication objectives,
who was responsible for the communication, the communication channels, the timing and the
frequency of the plan and the short-term wins associated with the movement to the desired
state. Chapter three signifies the beginning of the movement for planned change. The final
section of the OIP will discuss Next Steps and Future Considerations that could be considered
to enhance this OIP, or to allow others to investigate as a separate endeavour. As Forbes
(2009) demonstrated in his definition, the area of student experience is vast and there are
could be many other opportunities to make positive change to help better the experiences of
postsecondary students.
Next Steps and Future Considerations
The following are the next steps and future considerations beyond this OIP that are
related to the solutions that were proposed. The SEPS program is something that is intended
to continue each year for incoming at-promise students that are accepted to University X. It
could also be offered to all first-year students, as the SEPS program would be beneficial to
them as well. To ensure the continuity of the SEPS program, Academic Advising will
continue to garner support from the AVP to promote the program. The intention is to keep
offering the program to help improve student experience, retention and the graduation rate. It
is also the intention to continue to offer the AA program to new program advisors that are
tasked with the job or are new to the department or university. Additional AA training
sessions will also be added as the need arises, that can be tailored to specific program areas or
topics. It is important that help is available to students for academic and non-academic
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concerns to ensure that students have a good postsecondary experience. The PD program, as
mentioned in the OIP, is designed to extend over a three-year period, so managing the
delivery of the program in its entirety is a must. It is important to ensure that short-term wins
are recognized, and the guiding coalition continues to encourage faculty to participate in the
program. This program is required to make improvements in the teaching area and enhance
the overall student experience. In addition to the current OIP, next steps and future
considerations regarding university student experience could include students that live in
residence, international students, student athletes, second, third- and fourth-year students, the
LGBTQ2 community, gender, etc. Although these areas of interests are beyond this OIP, it
would be important to discover what the experience of these students has been. Are there
similarities or differences between first- year students and any of the other groups of students
mentioned above? Do any of the experiences of the groups of students have an impact on the
six-year graduation and retention rate? In addition, are there any other factors that could be
examined that affect the student experience besides the three components that were
introduced in this OIP? Finally, if the Provincial Government funding model changes or there
are other factors that affect the student experience that arise, the OIP initiatives can be
revisited to discuss the impact on student experience and further adjustments or solutions can
be proposed.
The solution recommended in this OIP was intended to improve the overall student
experience in three key areas, engagement, appreciative advising and faculty teaching. The
institutionalization of the proposed solution will assist with making improvements to the firstyear student experience in each of the key areas.
Conclusion
The focus of this OIP is to address the dissatisfaction of the first-year student
experience in university. This is led by structural lens that forms the foundation to establish

UNIVERSITY STUDENT EXPERIENCE

103

the guiding theories of transformational and shared leadership, that drive the change process.
An analysis of the organization is conducted utilizing Cawsey’s et al. (2016) Readiness for
Change Questionnaire and it is determined that University X is ready for change. Underlying
the initiative is Kotter’s Eight-Stage Process (1996) that provides the framework to introduce
and create sustainable change. A gap analysis determines that University X still exhibits a
neoliberalist leadership approach and needs to transition to a more liberal perspective for the
student experience to improve. The recent Provincial Government mandate provides an
opportunity to introduce the OIP, because two of the ten criteria of the mandate are associated
with improving the student experience and are attached to future government funding. Four
solutions were proposed to improve the student experience at University X, a student
engagement program for at-promise students (SEPS), an Appreciative Advising (AA)
initiative for Program Advisors and a Professional Development (PD) program for faculty.
The fourth solution was to incorporate all three solutions. Since it was feasible and would
provide three opportunities to improve the student experience at University X, all three
recommendations were selected as the final solution. Potential ethical concerns were also
identified creating an awareness that they may have to be addressed during the change
process. To ensure the sustainability of the implemented solution the GFDE was introduced
as a tool that will be utilized to monitor and evaluate the success of the solution. In addition,
to the implementation and monitoring/evaluation a comprehensive plan to communicate the
change initiatives was also presented that identified who was responsible for the
communication, the channel by which the communication was delivered, the
timing/frequency of the communication and the announcement of the short wins during the
change process. The OIP ended with identifying the next steps and future considerations that
were beyond the scope of this endeavour but did provide possible avenues for further
research possibilities.
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Appendices
Appendix A: University X Organizational Chart

Note: Adapted from University X.
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Appendix B: Cawsey’s et al. (2016) Change Readiness Questionnaire: University X’s
Results

Readiness Dimensions

Readiness
Score

Previous Change Experiences
1. Has the organization had generally positive experiences with change?

Score +1

2. Has the organization had recent failure experiences with change?

Score +1

3. What is the mood of the organization: upbeat and positive?

Score -1

4. What is the mood of the organization: negative and cynical?

Score +1

5. Does the organization appear to be resting on its laurels?

Score -1

Executive Support

Score +1

6. Are senior managers directly involved in sponsoring the change?

Score +1

7. Is there a clear picture of the future?

Score +1

8. Is executive success dependent on the change occurring?

Score +1

9. Has management ever demonstrated a lack of support?

Score -1

Credible Leadership and Change Champions

Score +2

10. Are senior leaders in the organization trusted?

Score +2

11. Are senior leaders able to credibly show others how to achieve their
collective goals?

Score +1

12. Is the organization able to attract and retain capable and respected
change champions?

Score +1

13. Are middle managers able to effectively link senior managers with the
rest of the organization?

Score +1

14. Are senior leaders likely to view the proposed change as generally
appropriate for the organization?

Score +1

15. Will the proposed change be viewed as needed by the senior leaders?

Score +1

Openness to Change

Score + 7

16. Does the organization have scanning mechanisms to monitor the
environment?

Score +1

17. Is there a culture of scanning and paying attention to those scans?

Score +1

18. Does the organization have the ability to focus on root causes and
recognize interdependencies both inside and outside the organization’s
boundaries?

Score +1

19. Does “turf” protection exist in the organization?

Score - 1
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Readiness Dimensions

Readiness
Score

20. Are the senior managers hidebound or locked into the use of past
strategies, approaches, and solutions?

Score - 1

21. Are employees able to constructively voice their concerns or support?

Score +1

22. Is conflict dealt with openly, with a focus on resolution?

Score +1

23. Is conflict suppressed and smoothed over?

Score - 1

24. Does the organization have a culture that is innovative and encourages
innovative activities?

Score +1

25. Does the organization have communications channels that work
effectively in all directions?

Score +1

26. Will the proposed change be viewed as generally appropriate for the
organization by those not in senior leadership roles?

Score +1

27. Will the proposed change be viewed as needed by those not in senior
leadership roles?

Score +1

28. Do those who will be affected believe they have the energy needed to
undertake the change?

Score +1

29. Do those who will be affected believe there will be access to sufficient
resources to support the change?

Score +1

Rewards for Change

Score +8

30. Does the reward system value innovation and change?

Score -1

31. Does the reward system focus exclusively on short-term results?

Score –1

32. Are people censured for attempting change and failing?

Score –1

Measures for Change and Accountability

Score -3

33. Are there good measures available for assessing the need for change and
tracking progress?

Score +2

34. Does the organization attend to the data that it collects?

Score +2

35. Does the organization measure and evaluate customer satisfaction?

Score +1

36. Is the organization able to carefully steward resources and successfully
meet predetermined deadlines?

Score +1

The scores can range from –10 to +35.

Score +6

The purpose of this tool is to raise awareness concerning readiness for
change and is not meant to be used as a research tool.

Score +21

If the organization scores below 10, it is not likely ready for change and
change will be very difficult.
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Readiness
Score

The higher the score, the more ready the organization is for change. Use the
scores to focus your attention on areas that need strengthening in order to
improve readiness.
Change is never “simple,” but when organizational factors supportive of
change are in place, the task of the change agent is manageable.
Note: Adapted from Cawsey, T. F., Deszca, G., & Ingols, C. (2016). Frameworks for leading
the process of organizational change: “How” to lead organizational change. Thousand
Oaks, CA: Sage Publications.
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Appendix C: Stakeholder Community Analysis
Stakeholder

Impact/
Influence
High (H)
Medium
(M) and
Low (L)
H/H

What is
Stakeholders
important to contributions
the
to the changes
stakeholder?

Stakeholders
ability to
block the
changes

Providing a
better
student
experience
in the
classroom

Determining
what PD
training
aspect to
include in
their
classrooms

faculty can
refuse to
participate in
the PD
training

Program
Advisors

H/M

Enhancing
their ability
to advise
students

Determining
what AA
training
aspects to use
with students.

Students

H/L

Better
student
experience

Determine
what aspects
to use from
the SEPS
training

faculty/
staff
training
team

H/H

Helping to
improve the
student
experience

Designing the
training
components

Faculty

Plan to engage
the stakeholder

Engage
through a
shared
leadership
approach.
Offer the
choice of either
Scaffolding or
Untethered PD
training.
Improved
student course
evaluations
Not using the Engage
new AA
through a
training
shared
leadership
approach.
Offering them
skills to better
advise their
students
Not using the Engage
skills
through a
introduced in shared
the SEPs
leadership
program
approach.
Create an
understanding
that using the
skills/ideas
presented will
help the
students
academically
Refusing to
Engage
participate as through a
members of
shared
the training
leadership
team
approach.
Improved
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student
experience
resulting in
better student
course
evaluations
and NSSE
survey scores.
Provincial
H/H
Government

Better
More funding Future
Must meet or
student
if the
governments exceed the
experience, mandated
could retract mandate or risk
student
criteria are
the funding
a reduction in
Retention,
met
cuts/mandate funding
higher
.
graduation
rate
Note. Adapted from Tools 4 Development (2020, March 29) Stakeholders analysis matrix.
Practical tools for international development. www.tools4dev.org.
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Appendix D: University X’s Communication Plan
Change Initiative

Communication
Objective

Preceding the
Components-VPA and
me

Persuade faculty/staff
members to participate in
their respective change
initiatives.

Component OneNotification of the SEPS
and Curriculum
Development

To inform all three
advisors about their
involvement in SEPS
curriculum development

Component OneStudents involved in the
SEPS Program

To inform all at-promise
students about the SEPs
program.

Responsibility (R), Communication
Channel (CC), Timing/Frequency
(T/F) and Wins (W)
- VPA and Me (R)
- VPA will announce that I am
the change leader. I will
outline the vision for change
- Townhall meeting (CC)
- Three months prior to the first
year of implementation (T/F)
- The short win will be (W)
recognized through the
announcement I make to
faculty/staff that the changes
and decisions will be a
collaborative effort. I will
announce all other short wins
and successes
- The Academic Advising
Coordinator (R)
- Bi-weekly meeting (CC)
- PLC will be notified that the
curriculum development will
take place in the spring of the
first year of implementation.
The SEPS program will take
place during the remainder of
the spring and in the summer
(T/F)
- I will announce to
faculty/staff, in a faculty/staff
meeting the completion of
SEPS curriculum
development. This will be
followed up by an email
announcement by me to set
the stage for the SEPS
program. (W)
-

The Registrar (R)
Student offer letters through
email and a mail out (CC)
The SEPS program will
commence in spring/summer
of the first year of
implementation (T/F)
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Curriculum
Development for PA’s

To inform the PLC about
their involvement in the
AA curriculum
development
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-

I will announce the
completion of the SEPS
program at a meeting in the
Faculties the SEPS student are
enrolled in. This will be
followed up by email to the
Faculties the SEPS students
are enrolled in. I will
announce the expected short
wins from the results of the
surveys, student marks,
GPA’s and retention numbers
at the end of each semester
(W)

-

I will inform them (R)
Biweekly meeting (CC)
Spring of the first year of
implementation. The AA
training will commence
during the remainder of the
following spring and in the
summer (T/F)
I will announce to
faculty/staff at each of the
Faculties meetings that the
Academic Advisors have
completed the curriculum
development to set the stage
for the AA training (W)
The Department Heads/PLC
(R)
At a staff meeting (CC)
In the spring of the first year
of implementation. The AA
training program will
commence during the
remainder of the spring and a
in the following summer (T/F)
I will announce to
faculty/staff at each of the
Faculties meetings and
follow-up with an email, the
successful completion of the
Program Advisors training to
emphasizing the increase in
advisors. The increase in
advisors will also be
mentioned at future
faculty/staff meetings. In

-

Component Two- AA
capacity building for
PA’s

To inform all the selected
staff members about their
involvement in the AA
training

-

-
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Component ThreeCurriculum
Development for PD
with the Faculty of
Education

To ask faculty members
in the Faculty of
Education to participate
in the curriculum
development and PD
program
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-

-

-

Component Three- PD
Program for faculty

To inform the two
Departments about their
involvement in the PD
pilot program

-

-

addition, further wins will
also be realized by the
expected positive results of
the personal development
surveys that PA’s will
complete each semester
regarding their use of AA and
the expected positive results
on the satisfaction survey
given to students after an
advising appointment. PA’s
will also share their positive
experience and the knowledge
that they have received
through the AA capacity
building program, at
departmental meetings (W)
Department Head in the
Faculty of Education and me
(R)
At an in-person meeting with
the selected faculty for the
PLC (CC)
In the spring during first year
on implementation (T/F)
Once the PD curriculum
development is finalized, I
will announce the completion
of the PD curriculum
development at a faculty
meeting with the Psychology
and Communication, Media
and Film Departments
followed up by and email to
set the stage for the PD
program (W)
The Department Heads of
Psychology and
Communication, Media and
Film (R)
faculty meeting (CC)
Spring/Summer of the first
year of implementation and
followed by the two
proceeding years. The
program will begin in the fall.
The PD program will also
commence in the fall for the
next two years.
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-

Note: Adapted from Hopen, D. (n.d.) Retrieved from

Upon the completion of the
PD program I will announce
at a faculty meeting the
successful completion of the
PD program by the
Psychology and
Communication, Media and
Film programs. This will be
followed up by an email short
wins will be expected from
the positive results of the
student course evaluations
each semester. In addition, the
expected positive results of
the NSSE survey will be
announce once they have been
received (survey administered
every three years). Further
wins will be realized by the
expected positive results from
the personal development
surveys completed by faculty,
regarding their use of the new
teaching methods, and
positive discussions at faculty
meetings (W).

https://www.leanmethods.com/resources/articles/reaching-people-effectivelycommunication-plans/

